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INTRODUCTION
Hispanic administrators, in the field of human services, are
now an identifiable group of professionals.
administrators are only a recent phenemenae.

However, Hispanic
Since 1965, when the

"War on Poverty" began to present, we still only find a handful
of hispanic administrators in a few non-profit human service agencies
and a handful in city, county, state and federal programs.

In

reviewing state and local government programs the Equal Employment Opportunities Commission concluded that:
Minority group members are excluded almost entirely
from decision making positions, and even in those
instances where they hold jobs carrying higher
status these jobs usually involve work only•with
the problems of minority groups and largely 1 tend
to limit contact to minority group members.
Racial and cultural biases continue to be major factors prevent-·
ing opportunities for minority group people to be hired or to
advance to professional and high level positions.

Somehow even

the institutions that were set up to achieve advancement and fair
play into higher level positions have deceived us.

A recent case

example in May of 1979 documents a case of discr±mination on an
Hispanic woman employed by the Equal Employment Opportunities
Commission.

She was passed up time after time for promotions,

she in turn sued the E.E.O.C. for discrimination based on national
origin.

She was able to win her case only after five long years

of battle. 2
Discrimination based on national origin, color and race has
~

long been established and has focused mainly on minority men.

How-

ever today as more and more women enter the labor force, cases
as the one just cited could be interpreted to be based on sex as
well as national origin.

In the last few years Hispanic women have

2

reached some top administrative positions.

These women have not

only overcome the racial/ethnic barriers but have survived the
sexist obstacles as well.
problem.

The sexist obstacles are a serious

nThe Problem", Chicanos say, "Is that a certain woman

may be highly competent, but in our tradition we look to the
male for leadership". 3
A top level Hispanic woman in the past Carter Administration,
Dr. Blandina Cardenas, explained the, \needed support system necess.ary ·
to reach a position of authority and power.
Today many of us are engaged in a multiplicity of
additional concerns.
I would hope that the wisdom
of our 'abuelas• would prevail and that we would
continue to know the difference between giving
and submitting.
Chicanas, too must approach the task with both the
sensi ti vi ty and the,, wisdom of our past and a clear
vision of our future. My own professional development could neve~ have progressed as rapidly and as
positively had not the models provided by my family
and community been strong, positive women and had
not many men of personal and professional excellence
provided a support system filled with 'respeto y carino'.
Clearly, that support system has not been extended to
enough women of our culture. 4
Statement of the Problem
Management today, is faced with a constant problem; a problem
that has brought about considerable research.
produced a wealth of literature.
people who work together.

This research has

The problem is conflict between

Conflict research has produced experts

in conflict reduction_and resolution methods.

The use of personnel

officers, social workers, mediators, arbitrators, and'the like
has given the field of conflict management a distinguished role

I

•

to play in today's pressure society.

7

•
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Conflict is life or as Mark Twain once observed, "life is just

•

one damn thing after another~~' 5

Vilhe'im Aubert def .:j..nes conflict

as, "the state of tension between two actors. 116

Van Dorn views

conflict as, "A fundamental force in social progress. 117

He goes

on further to state that the main impetus to social progress is
conflict and that conflict is a central stabilizing process in
social groups.
Conflict is increasingly perceived as being inevitable, and
even desireable in some situations.

The mere presence of conflict

in an organization does not necessarily indicate organizational
breakdown or management failure.

However, some types of conflict

are detrimental, while others, if not managed, can also result
as negative contributions to an otherwise healthy human service
organization.
The research problem:~:c=-±irteiid to explore is Conflict Resolution.
I intend to study how conflicts are resolved by Hispanic administrators, working in human service organizations and programs.
I want to be able to compare male/female differences, if any,
along with other probable, variables (academic, age, training,
etc.) t:hat would establish any possibilie,""patterns of methods
and techniqu~s used.
Research Question
How are Hispanic administrators managing conflict within
their organizations?
being used?

What techniques, style and resources are

.

How are they resolving conflict?

4

Major Demographic Variables
In this study certain demographic variables will be veFY
important.

These variables include sex, age, educational

training and number of years of administrative experience.
I am particularly attempting to determine if women Hispanic
administrators, as a category, use different techniques, style
and resources than their male Hispanic counterparts.

If determined

to be so, ·can any distinct differences be identified?
Objectiv·e of~:«Study
There is a critical need to examine current methods, style
and resource utilization being practiced by Hispanic administrators.
The survival of innovative theory and knowledge about minority
program management is a resource we cannot afford to lose.

Further-

more, the need exists to idenbify possible gaps in knowledge about
t~chniques, style and resources which may help to substantiate
a management proposal directed towards the further training and
\

acquisition of resources for upgrading the skills of Hispanic
administrators in the Santa Clara County area and potentially in
other geographic areas of the State of California •

•

•
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Definition of Terms
The following terms may have ambigious meanings.

These

definitions will provide the reader with a better understanding
of the"concepts as used in this study.
Administrator:

Bilingual:

'
•
•

This term is defined as those supervisory personnel
in a city, county, state, or non-profit agency
who supervises two or more employees. This study
includes top, middle, and lower management
personnel.

Ability to communicate effectively in two languages.

Bicultural:

Ability to function effectively and be socially
accepted in two cultures. The ability to communicate
effectively in each culture and to move freely from
one to the other.

Chicano(a):

Refers to Americans of Mexican descent.

Conflict Management:

An attempt to manage or control existing
conflicts to decrease the negative consequences, even though the opposing
preferences and antagonisms persist.

Conflict Resolution:

An attempt to resolve existing conflicts,
to eliminate the original dif.ferences
or feelings of opposition.

Hispanic:

The term particularly refers to persons of Spanish
heritage. The term is used as a unifying research
word. In this study the term will apply to those
groups who were colonized by Spain and speak Spanish
in the Western Hemisphere. This includes Chicanos,
:Puerto Ricans, Central & South Americans .

Human Service·organization;

An organization whose primary function
is to define or alter the person's
behavior, attributes, or social status
in order to maintain or enhance his/her
well-being. Examples used in this
study include social service agencies,
health clinics, hospitals, mental health
centers, city services, and private
non-profit service agencies.

6

Scope

&

Limitations 'Of Study

This study will be limited in representing only city, state,
county, and non-profit human service agencies and programs in
Santa Clara County.

The study does not attempt to make a comparison

between Hispanic and Anglo administrators, rather, it seeks to
identify differences and similarities among Hispanic administrators.
The fact that no large sample of Hispanic administrators exists
in this county in either top, middle or lower management, has
necessitated the pooling of these three:administrative groups
into a sample from which to study and guage accordingly.
Further limitations of the study in~lude the exclusion of
federal human service administrators, whom 1'm sure would have
added to the importance of the study.

An aggressive attempt was

made to access this one group and include them as an integral
part of the study, however, the existence of Hispanic administrators
is apparently so negligent that federal personnel contacted
voiced deep frustration and resentment of the fact.

It would also

be interesting to gather data from other counties in California,
that have sizeable Hispanic populations, however, the monies

•
•

•
•

and staff for such a project are not readily available fo,;.;tht.s:·
researcher .

7

CHAPTER 2
REVIEW OF THE LITERATURE
In this chapter the author seeks to review, the substantial
written material available on conflict.

The lack of management

literature on conflict written by Hispanics or about them is unfortunate, however I have attempted to fill this void by reviewing
both social and organizational conflict herein.
Social conflict and organizational conflict are explored first
in order to provide a definitive base from which to understand the
nature and types of conflict found in Western Society.

The second

part ~f this chapter explores different conflict resolution
strategies, current practices, and their application to human
service organizational settings.

The literature review attempts

to summarize the state of the art in conflict resolution and
confli9t management.

Further, it attempts to take manage~ent

theory and apply it directly to human service administration.
1n the course of this review it became extremely apparent
'
that Hispanic administrators need to write and/or document their
experiences through a vehicle of some sort.

This study may serve

to agitate, create a c:.u:r,ios ity amongst Hispanics, and perhaps
even inspire the development of such a vehicle.

I have attempted

to extrapolate some of my own experiences which are relevant to

•

this field of conflict.

This has not been done maliciously nor is

it a claim to fame, rather it is an attempt to relate to conflict
theory and resolution process from a minority Hispanic perspective.·

•
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Social Conflict
Social conflict permeates our daily lives and has been
historically based on major differences of class, religion, ideology
and institutions.8

Social conflicts derive from the existence

of mutually exclusive or incompatible interest.where individuals
and/or groups simultaneously desire the same scarce objects or
resources, or that they hold incompatible values directing their
activities. 9

Social conflict can therefore be generalized into

two basic types.

The first relates to the distribution of

scarce resources.

The second relates to incompatible values.
Resource Conflict

The distribution of scarce resources or better put, resource
scarcity is defined as, "A condition in which the supply of
desired objects is limited so that parties cannot have all they
want of anything. 1110

Resource scarcity or distributional problems

can, perhaps be better understood by using Alinsky's analysis
of class structure,

(in Western Society) as the players who are

in competition for these scarce resources.
"On the top are The Haves with power, money, food,
security and luxury. On the bottom are the world's
Have Nots. They share the common misery of pove~ty,
rotten housing, disease, ignorance, political impotence and despair.
Inbetween are The Have a Little,
Want Mores who have some of everything but are afraiq
to look down lest they may fall." 11
Distributional problems occur as the three groups, in society
attempt to gain more resources from one another.

•
•

The result

of this social action is the inevitable conflict which occurs .

9

The Haves, through its courts, its police and churches are able
to maintain the distribution of resources to their advantage by
use of law, order, morality and justice.12
The Have Nots virtually have no means to acquire more
resources individually and are therefore cast into a struggle
of day-to-day survival.

Most of the time the struggle means

exploitation:from The Haves who control the faucet that releases
the trickle of resources that reach The Have Nots.

In rare

occasions, The Have Nots unite collectively with their large
numbers and penetrate the reservoir bringing a few more turns
of the faucet for a short time.

The civil rights movement of

the late SO's and early 60 1 s was primarily a class struggle,
based on economic goals, launched to acquire more resources.13
The Have a Little, Want Mores, comprising the largest segment

J

of our society, who want more resources.

They·accept the care-

taker positions assigned to them by The Haves.
are also the buffer group between rich and poor.

These want Mores
They·are torn

between upholding the status quo to protect the little they have,
yet wanting change so they can get more.

It is this group, The
.

Want Mores, who have some resources and political strength.

They

'
can collectively move to gain redistribution from
The Haves.
The Haves, however, will be quick to employ the desperate Have Nots

•

•
•

to do battle with The Want Mores in order to prevent any significant
change in resource distribution .

•

lO
Value Conflict

t

The second major classification of social conflict is that
associated with interests, Value Conflicts.

Value conflicts

cause much of today's social friction among people and groups.
I will highlight ideological, and racial/ethnic conflicts.
Ideological conflicts are·to blame for part and current
problems related to religious differences such as history records
in wars over Christendom and Islam.
in Renaissance Europe.

Or over the Inquisition

Today Israel's complete claim to Jerusalem

can be said to impose a triad model of conflict between three
religious faiths, Jewish, Christian and Islamic.
Ideological conflicts can also be based on socio-political
ideologies.
a society.

Socio~political thought sets up the standards for
It establishes the political system from which the

society develops its laws and method of government. 14

In today's

world we have communism and demooratic~capitalism as the two
~~
maJor
socio~political ideologies on the globe.

In addition we have

monarchies and military dictatorships in many underdeveloped parts
of the world who it seems undergo high attrition.

Ideologies

often steer a course into conflict.
Value conflicts as stated earlier, and of particular interest
to this author, can be racially or ethnically based.

Racial and

ethnic social conflicts occur when one group and/or individual
perceives the other group and/or individual as racially inferiorr
non pure and perceive themselves as superior.

Historically

we have many examples of this type of social conflict that has

11
existed through the ages.
recent.

I will mention but :.:a ·.:few of the most

Nazi Germany was able to annihilate hundreds of thousands

of Jews all in the name of racial inferiority based on 20th
century scientific theory.15
In the 19th century the United States of America was able to
destroy, deport and demise the native and Chicano populations.of
the Southwest by establishing a value called, "manifest destiny"~
The "Democratic Review'' in 184 7, believing the occupation of the

t

Southwestern lands as the great movement of the age proclaimed;
"The process, which has been gone through ,.at the
North, of driving-.. back the Indians, or annihilating
them as a race, has yet to be gone ·through at the
Sou:th .. ~16:
The "American Rev±ew 11 also in 1847 proclaimed ihe idea of manifest

"An expectation that the Mexican-Indian peoples
would waste away at the overwhelming advance of
Americans.nl7
Andrew Jackson, known as "Sharp Klilife" to the Indians, put into
law on May 28, 1830, that all Indians would be removed westward
beyond the Mississippi on a permanent Indian frontier.18

In

1847 the permanent status of that frontier disappeared and policy
makers in Washington invented the term Manifest Destiny.19
The perpetualization of racial and ethnic supremacy is still
deeply rooted in the value system of America.

As has been the

case with all colonizing powers, the primary justification
for conquest and domination of a people is based on cultural
ethnocentrism.20

i

Social conflict based on the value of race,

ethnicity and color will continue to undermine the social gains
made by those who advocate an open and pluralistic society.

ft
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The belief that cultural differences undermine political
solidarity and that existing power arrangements justify conformity
to the ways and values of the power holders is based on
conservative western political thought.2 1
Machiavelli, who has been known to be one of the greatest
conflict political analysts of all times wrote about power,
colonialism and conquest in the 16th century.

He was among

the first Europeans to identify language, religion and customs
of a conquered people to be those forces which could undermine
the absolute control of a state.22
There are many today who don't believe in the ethnocentric
theory as being viable in a 20th century mass-communication
technological world.

.

The contact with different cultures,

'

language and belief's· is contant and has made the world we live

t

in a very different place than the one in which Machiavelli
lived in.

Therefore a pro-pluralistic open society would be one

to favor the value argument that,
"freedom of choice is an absolute good and that
no state policies,should favor or force the
:reduction of choices open to people regarding
ethnic __ tradition and practice 11 23
The argument from history is that contact among different peoples
have been creative and fruitful, while isolation, as in the case
of the Australian aborigines, has resulted.in static sterility.24
I have thus far attempted to highlight the two major forms
of social conflict; 1) that which is related to the distribution
of scarce resources and 2) that which relates to interests and
value conflicts.

We shall proceed now with an analysis of

Organizational Conflict.
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ORGANIZATIONAL CONFLICT
The previous chapter on social conflict has provided a macro
level view of society.
race.

Social conflict as experienced by the human

This chapter will seek to analyze the institutionalization

of social conflict within the organizational world of western people.
Organizations in today's society can be said to serve specific
economic, political, social, religions, educational and cultural
needs of humanity.

The human service organization is well estab-

lished in today's world as a viable, functional .model of
organization.

Its different orientat1on, purpose and structure

makes the study of conflict distinct, yet similar to private
,,

sector business and corporate organizations.
The Human Service Organization
The human service organization holds a distinctive place in
the organizational world.

This distinction brings with it

cettain attributes and problems.

Mico

&

Kouzes in 1979 gave the

following definition of the human service organization (H.S.O.);
"We shall denote the set of organizations whose
primary function is to define or alter the
person's behavior, attributes, or social status
in order to maintain or enhance his/her wellbeing.1125
Some examples of human service organizations include social
service agencies, health clinics, hospitals, schools,t mental
health centers, probation departments, drug and alcohol rehabilitation
programs, manpower training, and employment and unemployment
services.
j

These organizations share a primary f~nction to alter

a person's behavior, attributes, skills or social status in
order to maintain or enhance his/her well-being.

14
How, one may ask, is a human service organization different
from the private sector business or corporate organization?
Harshbarger identified twenty-five different variables between
human service organizations and private sector business organizations.26
Mico and Kouzes were able to identify eleven distinct differences.27
J

In Table I, I have combined the efforts' of both aforementioned
sources into a composite chart.
TABLE I
Dimension

Human Services Organizing
Public Sector

Business Organization
Private Sector

1)

Resource base

P~blic, taxes, or private
donations

Private, individual
or corporate sources

2)

Primary Motive

Service

Profit

3)

Primary
Beneficiaries

Clients

Owners

4)

Hierarch of
Work Force

Social hierarchies and
social power are based in
professional hierarchies,
and their relative possession of power

Social hierarchies and
social power are based
in the formal organizational distribution of power

5)

Psychosocial
orientation of
work force

Professional

Instrumental

•

6)

Transformation
process

Staff-client instructions

Employee-product
instructions

7)

Goals

Relatively ambiguous and
problematic

Relatively clear and
explicit

•

8)

Output of
performance

Relatively unclear and
j.ntangible

Relatively visible and
tangible

9)

Measure of
performance

Qualitative

Quantitative

'

i

•
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10)

Personnel

Hired and reatained
largely in terms of
professional value
judgements

Hired and retained
largely in terms
of their effectiveness in organization production.

11)

Means-ends
relation

The consumption of
materials is means or
process oriented

The consumption
of materials
is end or product
oriented

12)

Primary environmental
influences

The political and
professional
eommunities

The industry and
suppliers

13)

Involvement in
political
decision making

Seen:as questionable
and probably not in
the interests of the
organization

Seen as legitimate
and in the interest
of the organization

J

In Table I, I have attempted to delineate some of the basic
differences found when comparing the two organizational systems,
private business organizations vs. human service organizations.
The comparison is by no means complete nor does it specify
characteristics
of individual types of H.S.O.'s.
.
'.''('¼_ ·,:
~

However,

general differences can be seen and are therefore used in the

'

content of this study.
Domain Theory
In attempting to define the different types of conflict found
in H.S.O.'s I have chosen to disect the H.S.O. into the
following three domains; a) Policy, b) Management, c) Service.
The Policy Domain refers to the level of the organization

•

at which governing policies are formulated.

This domain

represents the board of directors who were either elected or
appointed to serve on this governing body.

I

Policy Domain is measured in terms of equity, just, impartial
and fair policy decisions. 2 8

•

The success of the

16
The..,Managernent Domain in ··H.S.O. 's attempts to pursue and effect
the functions, @f private business managem~nt in plan~ing, organizing,

►

motivating and controlling the operation of;resources both monetarily
and personne1.29

The Management Domain operates by the governing-

principles of hierarchial control and coordination.

This bureaucratic

control has been well defined by Max Weber;
Modern officialdom operates by the following six principles;
1)
There is the principle of fixed and official
jurisdictional areas, which are generally ordered by
rules, laws and regulations. 2)
The principle of
office hierarchy and authority rely on an ordered
system of super and;subordination in which there
is a supervision~of the lower offices by the higher
ones.
3)
The management of the modern office is
based on written documents.
4)
Office management
today requires expert specialized personnel.
5)
Offfuia:'l activity demands the full ~orking capac;i..ty
of the offical, all work becomes official. 6)
The
management of the office itself is deeply imbedded
to rules and proper procedure. Knowledge of these
rules represents a special technical learning which
<;>fficials process.30
Thus the management domain in human service organizations is
heavily strapped with rules, regulations, proper procedure,
protocol.

The net result of such a management structure may be

described as extremely time-consuming and inefficient.

Decisions

about anything may require weeks or months.for resq-lution.

I

The third and completing domain of the di.se<l:ted_:human service
organization is the Service Domain.

The service domain is composed

of all those employees and volunteers who provide services to
clients.

Many of these people are professionals who have had many

years of schooling, who consider themselves capable of selfgovernance.

I

These p~ofessionals believe they have the expertise

to respond to the.;.needs and demands of their clients.

Principles

of autonomy and self-regulation thus govern the service domain.31

•

17
Conflict in the Huma.n Service Organization
Conflict in organizations is often looked at by managers and
administrators as undesirable, unproductive and to be avoided
at all costs.
I:n the previous chapter the reader may recall how social
conflict is many times necessary to achieve social change~The example of the Have Nots organizing a numerical base and then
extracting a few Want Mores for the cause serves to effect social
change in a positive way, depending of course on you being a
Have Not or one of the selected Want Mores.
In today's business world and increasingly in today's human
service, 9r.gar1iz9,tfon'.~·"we f,ind an increase in organized and
institu:.tiunaTil~e:a..confli'ct.

The classic example is taken from the

management domain vs. the service domain or vice versa.

The

result has been the collective union movement and the acquisition
of bargaining power for workers in the service domain as a group.
Robert Dubin from the Center for Advanced Study in the
Behaviorial Sciences writes;
"Conflict between groups is a fundamental social
process. Social welfare depends on the outcome
of group conflict.n32
Leslie Rue states a similar view;
"Conflict is perfectly natural and should be
expected to occur.n33
This writer is convinced that conflict is not necessarily
bad, some types should definitely be avoided, yet ·other types of
conflict within organizations produce good outcomes.

I

•

These

good(·"outcomes include; conflict as a vital element in producing

18
needed changes in an organization.

Conflict is many times

unavoidable and it can be advantageous to an organization.
Let us now examine some of the common forms of conflict found
in today's human service organizations.

Individual vs. self,

individual vs. individual, group vs. group, organization vs.
organization or any combination of these.
Functional Conflict
Functional conflict exists as a result of the organizational
structure and its relatively independent of the individuals
occupyiDg the roles within the organizational structure. 34

For

example, two departments or units within a human service organization depend on one another for the accomplishment of their
respective goals, such as eligibility and housing departments
do in a social service setting.

The social workers must

coordinate with the eligibility workers in order to get a determination of the allocation of resources for the clients before they
can place the family in suitable housing:

The eligibility

department, in turn needs transportation or interpreter services
from the social workers before they can process the client's

•

application for aid.

Therefore these two departments enter into

potential conflict lest they coordinate their efforts.
Functional conflict may also be termed discordance.

•

can occur between different functional groups.

Discordance

In domain theory,

as previously reviewed, there are three _functional domains; policy,
management and service •. Measures calling for fair and equitable

•

•

treatment are often in conflict with the evaluation of cost
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efficiency and effectiveness, which are in turn frequently at
odds with professional standards of practice~

Therefore although

the three domains pursue mutual goals as an organization, their
functional attributes may lock them into disjunctive conflict.
Other forms o:f functional conflict include role dissatisfaction,
common resource dependence, and communication or semantic barriers.
Role dissatisfaction conflict results when one group that has
less perceived status sets standards for another group.

For

example, in an academic institution, an administrator who is v1ewed
by the faculty as having less status, may set standards of
performance and make administrative decisions that affect the
faculty.

The faculty in turn may resent any decision by someone

who, in their eyes·, does not have equal status and recognition.
This same type of conflict occurs in health clinics, where an
administrator, who does not have a medical background, makes an
administrative decision to increase revenue by decreasing the

•

amount of time required to see a patient.

The obvious reaction

by medical staff would more likely be negative, questioning the
authority and expertise of such an important decision on quality

•

of care .
Common resource dependence occurs when two organizational
_units are dependent on common but scarce resources.

•

For instance,

use of a common secretarial pool may result in conflict as one
group competes to prioritize their work over another's.

This

type of conflict is all too common in the world of the executive

•
•

director, or higher up management.,

The mid-level and lower

level management groups are constantly competing for time with the
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boss.

The boss, it appears in most circumstances,. is a scarce

resource whom t.he entire organization depends on.
CoIIlillunications and semantic barriers occur constantly in any
organization.

However, the distinct function of each domain

policy, management, and service in the H.S.O~ guarantees that conflict
will occur.

In a clinic management describes a problem to be one

of cost effectiveness and per unit costs.

The service realm in

the clinic sees the same problem as not having enough time with
each patient.

The policy realm in the clinic sees the same problem

as being unresponsive to low income or indignent care for the
coIIlillunity.

The result is definitely a matter for interpretation!

Intrapersonal Conflict
~ntrapersonal conflict is internal to the individual and is
difficult to analyze.

Motivation theory teaches us that an

individual requires the following to complete a task or goal.
First the individual mu'st possess a need.

Maslow' s hierarchy

of needs refers to five different levels of needs; physiological,
safety, social, este~m or ego, and seif actualization. 35
Therefore, the individual must first feel one or more of these

I

needs.

Second, the needs produce a motive or drive to accomplish

the goal.

The goal is then achieved by the push, pull process of:

Needs--~•~-Drive--~•~Goal
Accomplishment
,;c.

•

Irttrapersonal conflict can result when barriers exist between
the drive and goal.
"

Also this form of conflict may be experienced

when goals have both positive and negative aspects.

•
•

When a

barrier exists between the drive and the goal, such as rules and
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procedures or covert actions of others (punishment, sabotage),
an individual will tend to react with defense mechanisms.
Goal conflict can result when an individual is experiencing
competing and conflicting goals.

An example is an employee's

need to satisfy management and produce efficiently and the employees
need to satisfy the client's need or his/her own to provide
quality ser~ices.

The individual may be experiencing a goal that

has both positive and negative qualities.

The social worker who

attempts to earn an M.S.Wi to ,gain professionalism must on the
other hand make personal sacrifices of their own time and time
with their family.
The individual develops a defense mechanism to cope with the
frustration experienced in achieving a goal and finding the drive
or motive blocked.
Interpersonal Conflict
Interpersonal conflict may result from conflicting personalities.
as well as from functional conflict and may be brought about by
many factors.

Interpersonal conflicts may be onesided, with one

of the parties totally unaware that the conflict exists.36

I

Examples of this type of conflict aan be divided into two categories
Those that are due to personality differences and those that
are prejudicial .

•

The conflict situations occurring over personalities can be
described as polar opposites.

Opposites such as the boisterous

and the reserved, the optimist and the pessimist, the extrovert

•
•

and the introvert. 37

In addition many and almost any ,combination
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can produce personality conflict.

However, the second category,

prejudice, is distinctive.
Prejudice within an organizational setting reflects the
prejudicial base of society as well.

Here conflict results due

to skin color, national origin, religion, sex, age and of course
race.

Also included in this category are such things as the

college graduate vs. the~ uneducated, the married woman vs. the
divorcee, the white collar workers vs. the blue collar'workers.
'

.

Interpersonal conflict is largely based on the social ills:-~~
of our society.

The chapter on social conflict alluded to conflict

occurring over incompatible values.

Prejudicial behavior

certainly touches on the realm of values.

Personality differences,

on the other hand, could be argued either way.
Let us .now examine a type of organizational conflict that is
planned deliberately.
Strategic or Power Conflict

•

Interpersonal, functional, and intrapersonal conflicts are
usually not planned.

However, strategic or power conflicts are

definitely planned and may encompass an elaborate battle plan.

•

Alinsky describes this phenomena as tactics, which defined
refers to the art of how to take and how to give. 38

Put into

the framework of society we are describing the process by which

•

one group takes power or resources from the other.
The strategic power conflict usually results from the
promotion of self-interests on the part of an individual or group .

•
•

There is a clear objective to be attained, and those that stand
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in the way of reaching the objective are the enemy.

Within an

organizational setting the goal is usually to obtain an advantage
over the opponent within the performance appraisal and reward.
system.

The potential reward may be a bonus, a choice assignment,

a_promotion or an expansion

of power.39

Two mid-level managers may enter into strategic conflict
knowing that the boss is retiring at the end of the year.

The

over ambitious manager may even resort to dishonest and unethical
means in an attempt to better his chances for the directorship
of the agency.
Power conflicts are all too common in human service
organizations.

Human service organizations are perhaps subject

to substantial strategic conflict since they operate in a public
sector which must accommodate the different social and political
forces of our society.
In the different domains, policy, management and service
domains seem to be strategically in conflict with one another
in order to control the organization.

The professionals in the

service domain enjoy their prestige and demand autonomy and selfregulation.40

t

Management when threatening to reduce this prestige,

may find themselves in a power conflict.

The service domain will

plan accordingly to ensure the demise of management through
infiltration of the policy domain, and/or collective action

•

resulting in a work stoppage or slowdown.
fights to maintain stability.

Each domain actively

It may So so with a definite

strategic plan to gain more power and resources •

•
•
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Summary
In summary part 1 on the literature review has focused on
the definition of conflict types.

The types were examined and

categorized into intrapersonal, functional, interpersonal, and
strategic/power spheres.

Each type was then further broken

down into sub-categories tog~ther with detail and examples.
Secondly, this formative part has provided an analysis
between human service organizations and private sector forprofit corporate organizations.
The human service organization was disected structurally into
three domains; Policy, Management, and Service.

Each of the

three domains was examined and their functions were defined.
The interrelationships among and between the domains was also
identified.

t

Thus far the resolution of conflict has not been explored.
The intent up to this point in the study, has been to identify
conflict, qualify it and put it into an organizational setting.
The setting has been the human service organization.

We shall

now proceed with the resolution and management 0£ conflict
within the human service organization.
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CONFLICT MANAGEMENT

&

RESOLUTION

The previous two sections, Social Conflict

&

Organizational

Conflict, have provided a definitive base from which to understand
conflict in society and particularly in human service organizations.
The need to understand the cause is foremost before one can prescribe
a remedy~

The control or resolution of conflict is not mandatory

to o~ganizational survival.

In fact, as mentioned in the'previous

sections, some forms of interpersonal, functional and strategic
conflict are beneficial to the organization.

The organization

requires movement, exchange and even disagreement if it is going.
to remain viable and complimentary to society.

However, depending

on the circumstances, conflict can a±so·be very destructive
and negative to an-organization, as well as to the welfare of

.

its people.

In this section I will examine some modern methods

of conflict resolution.

Among the methods available, I have

chosen to study; A) Confrontation, B) Third Party Intervention,

t

C) Restructuring and D) Firings/Terminations.

In addition I

will also highlight the use of game theory as a theory for use in
conflict resolution,
Confrontation and the Use of Authority
Confrontation is a very effective way of dealing with.problems
both on the job and off.
odors,

However, in our society of non-offensive
•
(mouthwash, deoderants) and smile when angry appearance,

one is left with a strong tendancy to smooth over conflicts,
avoid them and not confront problem situations directly.

The

strategic use of direct confrontation between participants allows

•
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for the exchange of essential information and feelings. thereby
increasing the authenticity of the relationship between the conflicting
parties.

This allows for a direct outcome to occur". 41

Authority carries substantial power over individuals in a work
environment.

A supervisor, is automatically in:a superior position

to their subordinates, he/she has the option to engage in direct
confrontation with the subordinate and dominate the situation.
A skillful supervisor will know when to use firm methods of
confrontation and when to use milder forms of confrontation with
their subordinates.
Mild confrontation can be used with people who delay and
stall.

Some people simply cannot make up their minds.

These

type of people keep postponing decisions until your patience
is exhausted. 42

Mildly confronting these procrastinating people

could be done by setting realistic limits to their delaying
behavior, and to tell them of the restraints under which you and
they must operate in.

Mild confrontation needs to be tentative.

You don't come on too strong, you begin with words such as, "I
think, seems to me•~, or "it appears that ... ".

Also, when using

a confrontation approach you must be concrete in what you:~·re ·
confronting, this means to focus on a specific behavior or state-:ment that you· feel is contradictory or one which is causing
the problem.43

•

Firm confrontation is used when the milder approach does
not resolve the situation.

•
•

Using this firmer approach requires

that you no longer be tentative and that you explain how you
feel about the other person's behavior.

Here you may need a
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good argument to settle things.

You may feel that the other:_pers•on

is being stubborn and that you have to get something off your
chest.

The following seven rules of firm confrontation leading

to argument, debate and intense negotiations are put forth by
Cannie on her book on Management:
First think it' over, is it worth an all out conflict.
Perhaps its not important enough, or perhaps its easier
for you to change your behavior, rather than to ask
others to change theirs.
Second, tell the other person what you want to discuss
and suggest a specific time for the discussio.
Third, when you argue try to find a solution both of
you can live with, instead of just pulling rank.
Fourth, keep the argument to the here and now, don't
drag in ancient grievances.
Fifth, don't attack others for things they can't help,
like their relatives, or their speech stutter.
Sixth, don't try to analyze the motives of the other
person. Stick to the issue at hand and avoid personal
attacks.
Finally, don't try to overwhelm the other person. You
may end up damaging the relationship permanently and/or
provoke a ferocious counter-attack.44
In review confrontation can achieve quick results, it can
also strengthen a work relationship, or if handled wrongly it can·
cause an explosion that is anything but productive.

The use of

authority needs to first be mildly applied and then, in the event
of struggle, needs to be backed up with formal and·l informal power.
In the event of an all-out confrontation, the supervisor must
'keenly be aware of the power their opponent holds and also of
the ramifications of such an event to the organization.

•

Therefore one must be selective in the use of confrontation
tactics, it is only one method to conflict resolution.

It is with

'

this thought in mind that I will now proceed and explore the use
of the third-party intervention as another method of conflict
resolution •

•
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Third Party Intervention
Third party roles in the organizational setting provides
management and workers with a separate means of resolving conf~ict.
The use of an impartial third party to negotiate differences
\

between people has been used for a long time in marital and family
problem solving.

Traditionally, third,parties have been used to

negotiate peace between two warring countries or in labormanagement deadlocks, the use of a federal or state mediator
has many times brought about a compromising resolution.
"

It is the belief of this writer that third party intervention
is most effective when the third party has no formal relationship
to the organization, or second best, the third party has no power
over the future of the disputing two parties.

J

This type of

third party intervention is more likely to increase the participants
sense of risk in confronting issues openly and/or is likely to
induce them to behave in ways which are calculated to elicit the
'

•

approval of the third party.45
Current formalized personnel forms of third party intervention,
in human service organizations are the ombudsman, the personnel

I

officer, and the consultant.
The ombudsman is not directly a mechanism for conflict
resolution, however the position helps facilitate communications

•

and ensures that lower levels in the hierarchy can bring their
problems to the top. 46

For example, if Manuel feels that he has

not received just treatment from his supervisor, he could go

•
•

directly to the ombudsman who will investigate the issue and
approach the supervisor or even the top executive to achieve a
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solution.

The ombudsman is limited in resolving a conflict,

since he/she can only recommend and has no authority to make a
· decision. 4 7

The ombudsman I s greatest co.ntribution is to help

people get information and to overcome misunderstandings.

The fact

remains that the ombudsman has no formal au~hority and receives a
salary from the organization.

It is therefore highly unlikely

that top management would allow the ombudsman to deal with
important issues and/or issues effecting many people.
The personnel officer has been used, in similar fashion to
the ombudsman, to help people get information and to overcome
misunderstandings.

However,. the limitations of the personnel

officer is formally restricted to a complete hierarchial structure
and thus he/she does not share the freedom of going to the top.48
Personnel officers,•. including affirmative action officers, are
restricted more so than the ombudsman to very specific realms of
operation.

The personnel department in large organizations has

been able to make use

of,

the third option, the consultant.

The third party consultant is a specialist trained and
experienced in conflict resolution.

The lack of their usage by

management, raises some concern to the legitimate conflicts
found in any human service organization.

Concern that either

management is unaware of these resources, or management fears their
usage, loss of control is a fear well cited in the literature. 4 9

I

The third party consultant is best suited by an outsider, who
hopefully has most (ideally) of the following attributes;

I

•

1) High professional expertise regarding social processes
2)
Low power over fate of those involved
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3)
4)
5)

High control over confrontation setting and processes
Moderate knowledge about the principals, issues and
background factors involved in the case.
.
Neutrality or balance with respect to substantive
outcome, personal relationships, and conflict
resolution methodology.SO

The consultant best serves to resolve, not control a conflict.
Control is best left as a function of management, in that management can decrease the conflict situation while opposing preferences
and antagonisms persist until a method of resolution is found.
Controlling and de-escalating conflict will not solve the conflict
in many instances.

Many managers and administrators make the

mistake of temporarily halting the conflict only to be surprised
later by a .conflict that has gone underground and has become more
desctructive and potentially more violent.
The resolution of basic issues resolving around a conflict
means to resolve them, reaching an agreement where a disagreement
persists, achieving trust where there is distrust.

The

consultant, becomes,essential in taking the necessary risks,
developing the stage and controlling.the process.
The consultant uses a method known as nmanaged confrontation"
between the 'conflicting parties.

t

This method refers to the

process in which the parties directly engage each other and
focus on the conflict between them. 51

He/she becomes the mediator

as they listen to both parties with understanding rather than

I

evaluation.

He/she serves to clarify the nature of the issuesF

recognizes and accepts feelings.

He/she suggests procedures for

resolving differences and invites confrontation on differences.
•

Lastly, the consultant must set the stage, here the important
ingredients of a managed confrontation are; mutual motivation,·
power parity, and synchronization.52

•
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Mutual motivation refers to having incentives for both parties
encouraging them to resolve and/or control their interpersonal
power parity requires the stripping away of both

conflicts.

parties authority, seniority or other one-upmanship symbols of
power in the organization.

Synchronization is left to the consultant

who must make a j.udgement that both parties are ready to confront
each other and are pote~tially willing to cornmunicate. 53
In review, the use of third party intervention can take the

.

form of an ombudsman, a personnel officer, or an outside consultant.
It is the opinion of this researcher that the outside consultant
offered the best method of conflict resolution.

The use of an

urnbudsman has several positive features in that he/she can
intervene directly and investigate a problem situation reporting
it to top management.

However, the negative side of the ombudsman

position is that he/she possesses no authority to make decisions
and can easily be manipulated to carry out the wishes of the
employer.

t

Finally one comment on the use of the personnel

officer as a means of conflict resolution, simply put they offer
very little.
Let us now proceed and explore a method of resolution that

I
does not seek behavioraL"changes, rather it requires organizational
change and modification of the job to meet the needs of the

•

•
•

worker.

This method is called "system and role restructuring" .
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System

&

Role Restructuring

In the course of modern organizational events conflicts
can be traced many times to basic functional problems within the
organization.

Functional conflicts require the alteration or

redesign of structure from time to time.

It could be argued,

from a human behaviorist point of view, that mankind resists
machine like behavior and is in constant confict with today's
artificial environment.

The passing from an agricultural society

to an industrial one has caused such severe stress that today's
technological society has experienced a reverse flow.

The

reverse flow is such that human behavior presently seeks to find
a simpler by-gone way of life. 54
Industrial society brought about the machine and then people
were synchronized with the machines.

Today, machine synchronization

has reached such sophisticated levels, that the pace of even the
fastest human workers is so rediculously slow that full advantage
of the technology available today can be derived only be decoupling
the machines from the workers.

This would consequently mean that

the workers would be laid off, computers can now perform a hundred
thousand transons per second. 55
Human service organizations have enjoyed greater flexibility
in modifying their structures, both in job assignments, role
expectations and authority structures.

The mere fact that human

services are designed to meet or treat the needs of people creates
a flexibility not found in the private profit sector assembly
line.
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Toffler in his book about our changing society, "The Third
Wave" makes a strong case in demonstrating that the cu:rrent
technological reality world requires a more flexible environment.
More flexible in the work ·environment, more decentralized.
less spec\alized or limited to only certain functions. 56

Also,
This

progressive line of thinking gives management the room to modify,
alternate or induce flexible arrangements with their employees.
A very classic example is found with the worker who always arrives
late to work and has not: changed their habit after many warnings
or counseling sessions have taken place.

The solution, using

restructuring methods, would be to change the work hours so that
the worker can arrive at a later time, (somehow you found out that
your worker had to drop off his kids before work or simply that
he/she is not an early riser}.
The use of flex time arrangements has been used for some time
by the Europeans.
a job.

Flex time is another method of restructuring

The system of flex·time is one which allows employees

some freedom in choosing the hours they will work each day.

A

typical example is the system used by a Swiss company, using the

•
•

•
•

regulations :'for 30'0 administrative employees;
_~-Thee ,emplo;yees can report for work in the morning any
time between the hours of 7:00 and 9:00, but they must
be there between 9:00 and 11:30. Lunch can be taken
between 11: 3Qi and 1: 00 as long as at least 30 minutes
are used as required by law. All employees are required
by law. All employees are required to be at work during
the afternoon core hours of 1: 00 to 4: 00PM. · It is possible
to leave work any time between 4:00 and 6:00PM. Flex
time can surely be a tool to use in redesigning working
hours .
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Restructuring working hours has been used by human service
organizations, but, what about restructuring job duties and
responsibilities?

I will review three methods currently avail-

able for job restructuring, these are; a) rotation of personnel,
b) rotation of job duties, and c) vertical loading.
Rotation of personnel can be simply accomplished by moving
workers from job to job such as, outreach worker to counselor
or hospital social worker to clinic social worker.

The transfer

points must have a significant training and skill level of
compatibility, otherwise you may experience a gap in service.
This method requires 3-6 month arrangements in order for it to
be successfully functional.
A second restructuring method for job duties is to rotate
the job duties from person to person.

For example, this month

Juan will have intake responsibilities, next month it will be
Maria's turn, the following month it will be Larry's turn, etc ...
This method provides variety to routine tasks giving creative
incentive to management in designing tasks, responsibilities
and rewards.

Rewards such as sharing the more meaningful and

exciting parts of an agency,

(travel, conferences).

less meaningful or more difficult tasks,

In addition,

(handling client complaints,

paperwork, etc ... ) can be alternated, thus giving the workers a
way out of potential hazardous stress.
A third method for restructuring job duties is to initiate
"vertical loading".

Vertical loading breaks away from the

horizontal structure of specialization of planning, controlling
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a~d doing a job.59

In vertical loading, the intent is to partially

close the gap between the doing and the controlling parts of
the job.

These responsibilities and controls include:

A)

Returnil].g to the worker greater discretion in
setting schedules, deciding on work methods,
checking on quality, and advising or helping
to train less experienced workers.

B)

Granting additional authority. Giving the
worker near total authority for their own work.

C)

Troubleshooting and crisis management. Encouraging the worker to seek problem solutions on
their own.

D)

Financial controls. Giving the worker knowledge
about the cost of.their jobs. Budgetary constraints and knowledge of the dollar side of
services. 60

Vertical loading is one of the .;most challenging and
innovative methods of restructuring available today.

Its use

in the human services is.·very applicable in a professionally

'

oriented work force that currently advocates professional
autonomy and self-discipline.

•

In conclusion, the use of restructuring methods is ,strongly
advocated by this researcher as being a viable and effective
methodology in dealing with functional conflicts experienced

I

by employees in the service realm.
creativity of management.

Restructuring taps the

~

Management has the opportunity to assess

the job satisfaction of their workers each time work is performed

•

and through monitoring 9f daily work flow and production.

Formally,

managmeent can detec~ functional conflicts through employee merit
reviews and evaluations by gauging employee satisfact,ion and

•
•

performance.

These opportunities gives administration the

needed tools to diagnose needed changes for improving the job itself .
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The next section will explore a most sensitive method of

'
conflict resolution, the use of firings a'.nd terminat-ions.
Use of Firings/Terminations
On simple method of resolving an interpersonal or a
strategic power conflict is to totally eliminat~ one of the
involved members of the conflict.

Termination or firing of

the individual
is viewed by most administrators as the last
..
~ ~

alternative, the last resort.6 1

This is a method of last resort

since the cost·to the organization and the individual is severe,
I concur with John Miner in that, "Firings should be used only
when all other alternatives have been ruled out to achieve
a solution'." 62
Presently, the climate of public opinion and the external
check and balance controls of government make disciplinary action
for dishonest or antisocial behavior as the only acceptable basis
for the forcible separation of the eroployee. 63

My premise

would even be to question what antisocial behavior is considered
just grounds for termination.

Surely, if a person from a minority

group, engages ~n activity that is lawful, yet unacceptable to
the majority group, does i t justify grounds for forceful
termination?

'
Theoretically I believe that
existing anti-

discrimination laws protect the individual in cases involving
norms, acceptable and ~on-acceptable behavior.

In practice

the reality may very well be that they can forcefully get rid
of_you.

However, it would appear legally that the only clear cut

i
reason justifying forceful termination is murder, stealing and
the like .

•
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The implications of a firing based on possible contestable
grounds can cr~ate more problems than it intended to resolve.
.

.

·,

-

··,):. :·

~

Also,

~• I.."~·

the cost factor;,invoived in time and resources can be draining to
the individual and the organization.

For example, take an inter-

personal conflict between subordinate and superior/supervisor, a
'

~

case involving the subordinate in quasi-union activity, yet,·,-at,the same time involving poor quality of work £rpm the, subordinate.
The subordinate is fired for poor performance and he/she decides
to take it to court and challenge on the grounds on union
organizing and the protecti,on ensured by the National Labor
Relations Act.

The court battle ahead will be long, costly

and there is a good chance that you'll lose and be forced to hire
the subordinate back again paying back pay, damages with
unknown ramifications to the work force.
Using the same example, the elimination of one subordinate
on a strategic/power conflict may only be the tip of the iceberg.

•

The aftermath, and aftershocks may result in severely damaging
the organization.' Staff, prior to the firing incident, was
undecided on joining a collective bargaining un±t.

•

Now, in

seeing and hearing about the midday massacare, the staff unites
in fear and joins Local 114 seeking to protect themselves and/or
organizing to get even with-management.
Political considerations must also be taken into account

'

when considering the use of the 'firing weapon, this has been
especially true in my experience with human service organizations.

•
•

The policy realm of the organization may receive criticism and
substantial pressure from special interest groups in the community .
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The minority administrator rriust also be especially careful when.
using termination as' a method for conflict resolution.

As mentioned

earlier in the section on organizational conflict, the minority
administrator must be keenly aware of his/her real authority and
power.

The mere fact that the written authority exists to exercise

a termination by title and position, does in no way guarantee that
the superior has the power to so execute it.
Other factors involved in the use of a firing include such
things as training costs for a replacement and-the personal·
guilt experienced afterwards.
Training a new employee is always a costly process to undertake.

When a person is fired or forced to resign, the"·organization

loses the possibility of gaining any further return on its human
investment, and usually the organization has to incure the cost

'

of locating and training a new person.64 •
Personal guilt felt in the aftermath of~ firing can-also be

•

a significant factor·to consider.

Guilt can even be felt by the

coldest and most calculating power brokers of all time.

Clearly,

the;~ ·are some instances outside of the legal realm that a firing
or forcefuL.termination seems in order, however, hidden facts,
confused data and time might make the manager wonder and reflect,
could I have resolved the conflict in another way?

•

Did I use all

possiable alternatives?
We have thus far examined four methods of conflict resolution;
Confrontation, Third Party Intervention, Restructuring and the

•

•

use of Firings/and Terminations.

Let us now examine a fifth
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approach, a theoretical appoach tested by only a few in the western
world.

The need to examine game theory is mostly based on my

curiosity, I will therefore highlight the use of Game Theory as
a possible method for conflict resolution.~
Game Theory,
Game theory was first introduced by Von Neumann and Morgenstern,
but it was so highly mathematical and abstract that few understood
or appreciated its potential usefulness.

Since that time,

numerous social scientists and mathematicians have refined the
theory and its use has entered the realm of conflict resolution
and management.

Game theory could be formally defined as a Theory

of rational decision in conflict situations.
,,

The use of game theory falls into two major areas; a) Classifying conflict situations in a way that helps to clarify the kind
of action that should be taken, 2) Suggesting specific solutions
to conflict situations. 6 5
All conflict situations can be classifed as "game" and "nongame11.
applies.

I

A non-game conflict situation is one to which a rule
Thus when a non-game conflict occurs the administrator

should first employ a rule searching behavior.

He/she -sholitld

look at the personnel policies, rules, and procedures.

If he/she

finds a policy or a rule, then it should be applied judiciously

I

to the conflict.6 6

If a conflict situation is one that cannot

be solved by applying a rule or policy, then the conflict is most
likely one that has "game characteristic.s. 116 7

•
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A game conflict situation will have one or more of the
characteristics of games, namely opposing sets of interest, a set
of choices of strategies, interdependence, change, imperfect
information, and a preferred ordering of outcomes.68

Models of

such situations involve; 1) a set of decision makers, called players,
2) a set of strategies available to each player, 3) a set of
payoffs accorded to each player in each of the outcomes. 69
Once it is determined that a situation is a game, it can be
further classified as to type of game.

There are four categories

of games, 1) Two person, zero sum, 2) Two person non-zero sum,
3) N-person zero sum, and 4) N-person, non-zero sum. 70
Two person, zero sum:

In this type of game there are two

opposing interests wins and the other loses (winner takes all).
The gains of player X e,qual ,,the~-losses of player Y.
This is ,;;,'; somewhat more,, common_

Two per~on, non-zero sum:
;

'

, '.

, ,.

,"

.,J

I ~

'in· administx:ation.
zero.

I

Here the sum of gains and losses does not equal

In other words, one side does not win or lose anythin~.

The losing party may be allowed to nsave face 11 by having the
winner grant a small concession.

•

N-person, zero sum:
sets of interests.

The N person concept means more than two

The zero sum means that the winner takes all

and this time there will be at least two losers.

•

player X equals the losses of player
N-person, non-zero sum:

The gains of

Y and player z •

This type of game is p~ayed considerably

by the administrator and/or a third party who intervenes in

•
•

a situation between two or more sets of interests between players .
Winning or losing is not complete and cannot be considered as zero sum .

41
Strategies.~I will highlight three game theory strategies they are,
mediation, postulate and guidelines, and convergence.

Each

strategy will be explained from a N-person non-zero sum conflict
approach.
Mediation means to mediate, to see that all sides win to some
extent.

The administrator must prevent from being manipulated

into a two person, zero sum game by either of the conflicting
parties. 71

The consequence of manipulation proy1d~s a direct

advantage to one set of players and a disadvantage to the other
set of players.
A second approach to resolve conflict,, through game theory,
is to employ appropriate postulates and/or guidelines. 72

One

of these postulates, symmetry is considered to mean that.each
opponent cannot rationally,expect the other opponent to make a
concession in a situation which he/she following their own
criteria of rational behavior, would refuse to make a concession. 73
The third approach to be highlighted here is taken from
Schelling and is known as the concept of convergence.

Convergence

occurs when two or more sets of persons are engaged in a game in

t

which they agree on a division of gains or consequently, lose
everything (to gain) if they do not cooperate. 74
is a common industrial form of convergence.

t

Price fixing

The two or more

competing firms selling the same product finally cooperate when
they realize that they can neither underprice or out-maneuver
each other without going out of business, therefore they call

•

•

a truce and set a mutual price (some say its illegal) •
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In summary, I have attempted to highlight game theory, a
curious innovative tool for administrators.
for human services is apparent.

Its applicability

It does enable the administrator

to sort out problems and put them into either game or non-game
categories.

After identification of the conflict situation the

administrator can then proceed to apply possible solutions to
the problems.

My only real criticisms for this theory are based

on the extent of mathematical equations used in its application
and explanation.

Further, I hesitate to embrace any theory

that can neatly categorize human behavioral conflicts into
logical, rational outcomes.

It is this researcher's experience

that most interpersonal conflicts are not rational, nor do they
seem to follow a prescribed logic.

On the other hand, functional

and strategic power conflicts can be logically categorized and
disected.

It is perhaps, in these two latter conflict areas that

this theory would be most applicable to the human services.

CHAPTER III
METHODOLOGY

This study was undertaken in an area with little to no
minority information available. The type of study is exploratory and descriptive. Des·criptive methods were used to collect
information, to identify current practices, and to make comparisons and deductive observations betweep the participants involved in the study.
Research Design

t
The research conducted did not employ experimental or quasiexperimental methods, ,rather formative methods were used. Classifactory variables such as sex, age, educational level and num-0er of years of administrative experience,
etc., served to pro~~.::
vide a demographic base for comparison between respondents.·
The primary objective of the study was exploratory in examining current methods, style, and resource utilization as
practiced by Hispanic human service administrators. Secondly,
the use of exploratory methods were thought to be very beneficial in developing insight into a field, "Hispanic Minority
Administration", that is still in the early stage of its development.

The focus towards conflict res@tution and management

has provided the isolation a critical and major component in manage~ent.

This isolation together with the broad parameters

of exploratory and descriptive research have enhanced the establishment of a theore·tical and empirical base from which experimental research may follow.
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Selection of Subjects
After a careful review~ o-f the literature, I came to the
realization that very little had been wriiten in this area by
-

"

or for Minority and/or Hisp~nic administrators. Thus, I proceeded to search for a sample population that coul<;l. possibl:¥
address this large gap of knowledge in the literature_.

It be-

came critical to find a sample population that was both knowledgeable in this area of administration, as well as willing to
voluntarily transmit this information into a semi-structured
format.
The subjects selected for study were purposely selected
because of the likelihood that they would offer their expertise
and experience and partake in the study.
a purposive sample 75

The samp+e is therefore

An aggressive and~s~ecessful attempt was

made to equally access male and female participants. Twenty ques-

•

tionaires were mailed out to both male and female human service
administrators, f9r a total of forty mailed questionaires. Also,
the same attempt to access was made with each of the four human

•

service sectors included in the study; county, state
private non profits.

&

city, and

The breakdown here was twenty questionaires

to private non-profits, and twenty questionaires,(ten city and

•

ten state} to the public non-profits.
The administrators chosen to participate in this -study represent the linear spectrum of management. They include lower,

•

middle, and top supervisory administrators.
,_

Every attempt was

made to only involve tho.se administrators of Hispanic descent.
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Ethnic pre-selection was made possible by the guidance provided by the Chicana Coalition of Santa Clara County and the
Mexican American Community Service Agency of San Jose.

Also,

my own personal knowledge of many of these leaders in the
community helped to make the screening process rather successful.
Instrumentation
One instrument was used with four distinct sections and was
completed by all who responded.
ship style.

The first section was on leader-

This instrument was taken directly from "Learning

Dynamics 4 Dimension Leadership Program Test".

It was selected

because of its brief simplistic structured format and its design
capability to probe and catagorize three major styles of administrative leadership; formal, informal and achievement.

The

purpose of Section I was to explore the particular useage of a
leadership style.

It was hoped that a correlation between leader-

ship style and conflict resolution and management methods could
be hypothesized.

(see Appendix B for instrument)

Section II of the instrument is original in design and content.

It is a structured open-ended questionaire utilizing seven

conflict case situations.

The lack of conflict instruments found

together with tre need to culturally sensitize the research data
proved to be the ingredients that brought about the creation of
this exploratory research instrument.

(see Appendix B)

SectionII

~as developed by isolating certain common types of conflicts
found in human service organizations.

Next a conflict scenario

was established with appropriate catagorical responses and an
open-ended response catagory in each conflict situation. Three
human service administrators, representing county and private

'
non-profits were instrumental in providing input into the development of the confliyt situations.

These same three adminis-

trative individuals pretested the questignaire and provided
sugge~tions tha~ were incorporated into the final form of the
questionaire.
\

Section III of the questionaire was developed in order to
determine current useage of internal and external resources for
conflict Lesolution and management.

Additionally, this section

served to identify neededtraining for the respondent.

Section

III also served a market survey functi0n, in that it identified
both interest in training and the ability to~pay for it. {Appendix B)
SectionIV of the questionaire was designed to gather demographic and clas.sifactory information on the respondents.

This

included sex, age, ethnicity, number of years in administr~tion,
marital

t

&

family status, education and other sdcio-economic data.

Procedure
The respondents, in almost all cases, were first contacted
by telephone in order to determine their current status, address

t

and their willingness to partake in th~s type of study.· Next,
the questionaires· were mailed out to the pre-selected respondents.
A self addressed stamped envelope was included for easier return.

t

A cover letter with the individual name of the participant was
included explaining the purpose and content of the study.

t

( See Appendix A)
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The participants were given two to three weeks to respond and in
two cases, were given an additional week, these two individuals
called me and informed me of the anticipated delay.
Limitations
Due to the exploratory nature of the research methodology
and the useage of an original insturment design for sections II
and III, certain limits were expected to occur with the outcome
of the study.

First, the voluteer pitfall factor was present

both in the completion of the questionaire and the results rec'd.
According to Issac and Michael, "There is a significant probability that volunteers differ from non-volunteers, which could
compromise the interpretation and generalizability of the results 7611 •
Secondly, the lack of extensive field testing of the conflict
section of the questionaire precludes possible conclusive catago ~rical reliability.

The third limitation results from the useage

of a questionaire format in that the lack of standardization in
the interpretation of the questionaire becomes a potential factor
in ensureing generalizability of the results.
The next chapter will report on the findings of the questionaire along with an analysis and evaluation in the interpretation
of the data.
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CHAPTER IV
PRESENTATION AND ANALYSIS OF DATA
The purpose of this chapter is to present an analysis of the
data collected in this study.

The data will be analyzed in

reference to the re~earch questions and primary objective of the
study, presented in Chapter I.
Out of a total of 40 questionaires that were mai-led and
distributed, the total number of valid responses received was 32
or a return of 80 percent.

This included 13 female and 19 male

responses.
Leadership Style·· ..
What are the similarities and differences of the self-

t

perceived leadership styles of Hispanic male and female human
service administrators in Santa Clara County?
The scores for Section I of the questionnaire were computed
using the directions for self scoring and analysis of the
Dimension Leadership Program Session I 1975 11

4

(See Appendix B).

The numbers chosen by the respondents were circled.

t

11

Three

leadership styles were possible, formal, informal and achievement.
Depending on the answers, the category with the most circled
responses became the basic leadership style for that particular

I

respondent.
The data presented in Table 2 shows tht total number and
percentage of leadership styles for all valid respondents in

t

•

this study •

Table 2
Le~dership Styles

'

Total # of
Responses

Style

Tota;.-% of Responses

Numbet_of_! Percent
Responses
%

Number of Percent
Responses
%

21

66

15

79

6
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Informal

3

9

2

10.5

1

8

Formal

2

6.25

2

10.5

0

Q

*Achievement~-&
Informal (both}

2

6,25

0

0

2

15

*Informal &
Formal (both)

2

6.25

0

0

2

15

*No style

2

6.25

0

0

2

15

19

100

13

99

Achievement

'

,: _: ._ _ EEMALE

_, -MALE

ALL RESPONDENTS

Total

32

100

N = 32
Male= 19
Female-= 13
*Note:

There were 4 female respondents who exhibited a combination of two leadership
styles; formal and i_nformal, achievement and informal as their dominant
leadershtp style,
Also, there were 2 female respondents who exhibi_ted no particular style, showtng equal strength tn all three styles. Therefore, there was a total of 32
style responses,
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In analyzing the data i t becomes apparent that the majority
of all respondents, 65.5%, favor the achievement style of leadership.

However, this style of leadership appears. to strongly favor

the male responde.nts,, thE:Y displ_ayed 15 out of 19 responses
or 79%, of all their responses_::,in.this category, while female
respondents displayed 6 out of 13 or 46% of all their responses

.

in this category.

Therefore a significant difference of 33%

exists between them.

t

The second leadership style, most favored by all respondents,
was the informal style.

The informal style was displayed by 9%

of all respondents, 2 out of 19 male administrators ,,or 10. 5%,
and lout of 13 female administrators or 8%.

The 2.5% difference

between male and female respondents is not sufficiently significant.
The third leadership style, most favored by all respondents,
resulted in a four way tie between formal style, no style,
combination formal and informa± and combination achievement and
informal styles, at 2 out of 32 responses apiece of if combined as

t

a group 25 percent of all responses.

A significant difference

of 10.5 percent exists between male administrators using a formal

•

leadership style compared to zero percent of female administrators
using this style.

A significant difference of 15 percent exists

between female and male administrators in each of the combined

•

styles.and _in the "no particular style" category., male respondents showing zero responses in these last three categories.
"

Thus between the two groups, Hispanic male human service
administrators and Hispanic female human service administrators,
there were significant differences in leadership styles.

•

In the
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achievement style of leadership, the male administrators exhibited
it for 79 percent of their group while female administrators
exhibited it for only 46 percent of their group (a 33% difference
between them).

According to the author Cannie, "The high achiever

leadership style is one that utilizes certain behavior in managing
other ... behavior that values people and meets basic human needs.
This behavior communicates with, challenges, and rewards
subordinates.

It creates and organizational climate that trigger

motivation. 1177
The formal and informal leadership styles in the responses
were reflected by 5 of the total 32 respondents.

Males comprised

21% of their group, while females comprised only 8%.

This

difference could be considered significant (13%) especially since
only one out of the total female respondents exhibited either of
these two singular styles of leadership.

The formal leadership

style, according to the author Cannie, "is highly structured and
power oriented and the informal style is loosely structured and
affiliation oriented.

Both of these styles tend to deny human

needs and create a climate that kills motivation. 1178
The respones recorded producing no particular style,

(all

three styles receiving equal strength) reflect 6.25 percent of
all respones, zero percent male and 15 percent female.

It is

unknown why this phenomenae occurred and why only with female
respondents.
The combination categorical response of achievement and
informal leadership styles also reflects 6.25 percent of all
responses, zero percent male and 15 percent female.
category was exhibited only be female respondents.

Again the
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Combination respones showing two or more leadership styles
reflect 19 percent of all responses, zero percent male and 46
percent female.

It is curious and that only female respondents

exhibited the characteristic of a combination of leadership styles.
Section--::II
What are the similarities and differences between Hispanic
male and female human service administrators, in Santa Clara
County, in their resolution and management of conflict?
The scores for Section II of the questionnaire were computed
by establishing a nominal scale for each of the seven conflict
situations.

-~ccording to Sell tiz et al •• "A nominal scale is

one that consists of two or more named categories, into which
.~ "'.. ...

,, J>

objects, individualstor responses are classified. 1179

Four

categories were established
in each conflict situation and the
\
re~~?nses were categorized accordingly.

The exploratory design

of this instrument, which included a fifth open-ended response
categor¥J.~-pravided emphasis on uncovering a relationship between
'/;,...

two categories rather than on specifying the mathematical form
of the relationship.
Conflict Situation #1, represents an interpersonal conflict,
line staff vs. line staff.
technical, direct approach.

Category A is defined as a specialized,
Category Bis defined as a non-

responsibility avoidance approach.
direct confrontation approach.
in-direct third party approach.

Category C is defined as a

Category Dis defined as an

\
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The data presented on Table 3 shows the total number and
percentage of conflict. resolution categories for male and female
respondents in ~nterpersonal conflict situation (Conflict
Situations #1, 2, 5 and 6).
Conflict Situation #2, represents an interpersonal conflict,
subordinate vs. superior.
third party approach.
approach.

Category A is defined as an indirect

Category C is the direct confrontation

Category Dis defined as a specialized, technical

direct, approach.
Conflict Situation #5 is an interpersonal conflict, line
,staff vs. lin~ staff, based on a racial/ethnic value or
prejudicial conflict.

Category A is defined as non-responsi-

bility avoidance approach.

Category Bis defined as a

specialized, technical direct approach.
indirect third party approach.

Category C is the

Category Dis the direct

confrontation approach.
Conflict Situation #6 is an interpersonal conflict,
subordinate vs-., superior, based on subordinate perceived sex
prejudicial value conflict.

Category A ~s defined as a non-

responsibility
avoidance approach.
.,., ~third party ~pproach.
confrontation approach.

Category Bis the indirect

Category C is defined as the direct
Category Dis the specialized, technical,

direct approach.
In analyzing the data it became obvious that, in three out
of four interpersonal conflict situations, ~onfrontation was
chosen as the preferred ,approach to resolution by the majority
of both male and f-emale respondents.

Table 3
Section II Conflict
Resolutioni l I
Interpersonal

\
s:jt

L()i

)

/

;

MALE
Conflict
Situation

.Number·:icif,. Res o~mses ...
iA
,0
,c
B
E

#1
Interpersonal
Staff vs. staff

0

#2
Interpersonal
S4bordinate vs.
superior

1

0

16

0

2

5

#5
Interpersonal
Staff vs. staff

2

0

2

15

0

10.5 0

'

1

14

1

3

Per.cent :t%
C
D

A

B

0

5

74

5

E

. FEMALE
Number of Resoonses
B
D
lA
C
E
A

16

0

0

9

2

2

,1

0

9

0

0

0

0

1

5

5

5

2

-~

.....

Percent%
B

C

D

0

0

69

15.& 15.5

3

8·

0

69

0

23

12

0

0

0

8

92

0

0

1

38.5 38.5 15

0

8

E

'

0

84

11,,

0

10. 5 79
,,

\

'
'

#6
Interpersonal
Subordinate vs.
superior

12

6

0

0

1

63

32

0

0

I

I

I

I

I

N = 32
Male= 19
Female= 13

~

-

-
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In Conflict Situation #1, the interpersonal staff vs. staff
conflict, 14 out of·19 male administrators or 74%, and 9 out
of 13 female administrators or 69%, chose to confront both
staff members.directly in the resolution of their conflict.
In Conflict Situation #2, the interpersonal subordiante vs.
superior conflict, 16 out of 19 male administrators or 84%, and
9 out of 13 female administrators or 69%, chose again to utilize
the direct confrontation approach in the resolution of the problem.
In Conflict Situation #5, the interpersonal staff vs. staff
racial/ethnic prejudicial value conflict, a significant difference
between male and female respondents occurred.

Twelve out of thir-

teen female administrators or 92%, and only 15 out of 19 male
administrators or 79%, chose once again to apply the direct
confrontation strategy into the resolution of the problem~
Nevertheless, the majority of all respondents, 27 out of 32 or 84%,
chose the confrontation method.
The one interpersonal conflict case situation which did not
show the majority of respondents using the direct confrontation
~

method was Conflict Situation #6, the interpersonal subordinate
vs. superior confict with sex discrimination accusat,ions.
Interesting enough 12 out of 19 male.administrators or 63%, chose
the non-responsibility avoidance approachr while only 5 out of
13 female administrators or 38.5% chose this category as~well.
A significant difference of 24.5% between male and female responses
is demonstrated in~this category.

Secondly, 2 out of 13 female

administrators or 15% of their group, chose to use the direct
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confrontation approach with the subordinate, while not one
male administrator chose to use this appoach.

Thus a significant

difference between male and female administrators is
demonstrated in this category as well for Conflict Situation #6.
Some of the respondents, as hoped for, answered in the
"other" category that could not readily be transferred into
the nominal scale categories.

I shall highlight these responses.

In Conflict Situation #1, two out 0£, 19 or 10. 5% of male
administrators chose to play the role of a mediator between the
two conflicting parties, their comments were, "Bring the two
staff members together in my office, facilitate a discussion,
interrupting only to maintain order."

"Intervene and discuss

the situation individually with each party involved, and then
discuss together, I would be the mediator."

Also, two out of

thirteen or 15% of female administrators chose to employ themselves in a mediator role with the two staff members involved.
In Conflict Situation #2, 2 out of 13 or 15% of the female
administrators responded with a very mild confrontation strategy,
"Set up time to talk and set performance targets to arrive on
time and improve reports."

"Set firm limits on tardiness and

offer to,help him in rewriting reports."

Male administrators

responded with 2.put of 19 or 10.5% of their group in the
''other" category also using a mild confrontation approach.

They

wrote, "Counsel him, establish performance standards regarding
tardiness and reports."

"Discuss again with !-'like."
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_Lr:i., Cqnf,licti ;situation #6, two "other 11 non categorical

responses were recorded, one from a male respondent and one female
respondent.

The female administrator's response reflects a direct

counseling method used in fact finding, she says, "Speak to the
employee who has complained in order to inquire about their
/

reasons for·the complaint.
this situation."

There,:is no use for authority in

The male administrator's response fails to

develop any real strategy and has therefore been left unclassified
in any way.

He says,

11

I would hope that the non selected

individual would discuss the-matter with me prior to the filing
of any complaint."
J

We shall now examine and analyze the data results from
the three remaining Conflict Situations ,#3, 4,

&

7.

Table 4

shows the total number and percentage of conflict resolution
categories chosen by male and female respondents in intrapersonal,
functional and strategic/power conflicts.
Conflict Situation #3 is an intrapersonal conflict, line
staff vs. self.

Category A is defined as a non-responsibility

avoidance approach.
approach.

Category Bis
defined as an informal direct
0

Category C is the direct con~rof!-tation apporach.

Category Dis defined as the direct specialized tectinical approach.
Conflict Situation #4 is a functional conflict based on
qommon resource dependence.

Category A is defined as a non-

responsjb,ill·1=yavoidance approach.

Category Bis defined as a

direct non-confrontation mediator approach.
direct confrontation approach.
technical approach.

Category C is the

Category Dis the direct specialized

Table 4
Section II Conflict ResolutionFunctional, Intrapersonal,
&Strategic/Power

.'•• ' \•
,co
(
I!{)

j

.

,,,

MALE

I'

Conflict
Situation

Nuroberro@fRespgnsas~
A B
C .D E

Percent%
C
D

B.

A

E

Number of Responses
A
B
C
D E

I

,.

A

Percent%
C
D

B

E
'

II

I

#3

'

FEMALE ·

\

'

Intrapersona,'l
Self vs. self

1

0

14

0

4

s: ! 74

0

0,.

I

22

0

2

9

0

2

0

15.5 69

,~~a

15.5

I

l

'

l
#4

I

Functional
Common Resource
Dependence

I

11

2

4

0

10, 5 58

2

I'21

0

10.5

2

10

0

0

1,

15

77

0

0

.8

0

0

15

5

6

1,,,

0

1

38

46

8

0

8

'/

#7

Strategic/Power
Staff vs. staff

10

6

0

0

3

53

32

"

,"

N = 32
= 19

, Male
Female

=

13
'•

._

-

~

•

-

0
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Conflict Situation #7 is a strategic power conflict.
Category A is defined as a naiveness avoidance approach.
Bis the direct confrontation approach.
a competitive indirect strategy.

Category

Category C employs

Category D employs a coercive

direct and ind~rect strategy.
In analyzing the data in Table 4 the following results
were produced.

Conflict Situation #3, the intrapersonal case, 14

out of 19 or 74% of male administrators and 9 out of 13 or 69%
of female administrators chose to directly confront the
subordinate about his/her recent behavior and production.

No

significant difference between re;,,·pondent groups was attributed
►

to this case.

Mild confrontation together with support and

assistance was recorded by 4 out of 19, or 22% of male
administrators and 2 out of 13 or 15.5% of female administrators.

r.

These responses.occurred in the "other" category.

The male

respondents wrote-such th~ngs as, "confer a meeting, spell out
expe_ctations regarding quality of work and offer assistance."
?Encourage classes, but insist that standards be met.

11

The female

respondents wrote similar responses, "Accept employees need to
leave at 5:00, but point out reduction in the q;uality of work.

11

"Meet with subordinate, ask about class work load, mention concern
over the quality of work, find out when the class will end."
In Conflict Situation #4, the functional conflict, 11 out
of l.9, or 5 8% of the male administrators chose the role of
mediator, thereby using a direct non-confrontation approach.
A signifcant difference of 19% between the respondent groups

t
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was identified in this case.

Secondly, 4 out of 19, or 21% of

male administrators indicated their preference for a direct
confrontation approach. No female administrator chose this
approach,. therefore creating a significant difference of 21%
between male and female respondents.
In Conflict Situation #7, the strategic power conflict,

10 out of 19, or 53% of male administrators and 5 out of 13,
or 38% of female administrators chose the avoidance naiveness
category.

A significant difference of 15% between male and

female responses is apparent in this category.

Secondly, 6 out

of 13 or 46% of female administrators chose to directly confront
their opponent.

A significant difference of 14% between female

and male responses is identiffued in this category.

Interesting

enough, this.case sit1ation represents the third time when female
f

administrators chose to use a direct confrontation strategy
significantly more than the male administrators.

In the "other"

category responses for Conflict Situation #7, 2 out of 19, or

10.5% of male responses indicated a competitive non-coercive
strategy.
board.

They wrote, ''Requ.:~st other persons to be on the

Disqualify current board members., since you don't know

who would be impartial and fair, due to the rumors."

Also

there was, "Be aware of rumors and incorporate them into your
counterpoint in your presentation to the interviewing panel."
The one female administrator who selected the uother" category,

8% of her group, came up with a competitve non-coercive response
as well.

She wrote, uniscuss the rumors with the panel, without

implicating Rueben, and try to present the facts."
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Summary
Summing up Section II of the questionnaire and once again
asking the question, what are the similarities and differences
between Hispanic male and female human service administrators
in Santa Clara County, in their approach to resolution and
management of conflict?
Briefly, the similarities are that both Hispanic male and
female human se,rvice administrators tend to use direct
confrontation methods in resolving low risk, non-threatening
conflict situations, cases #1, 2

&

5.

There is also similarity

in the non use of Game Theory, at least in identifying it
specifically as a conflict resolution strategy.

Use of indirect

third party intervention strategy is also similar for both groups.
The similarities stop here and the differences begin.
The differences are ~ew.~ yet they are significant.

Female

Hispanic human service administrators appear to use direct
confrontation significantly more than the male administrators in
higher risk threatening situations, cases, #5, 6

&

7.

Also

a sJgnificant difference between the two groups was determined
in that male administrators tend to more often utilize avoidance
non-responsibility tatics when confronted with higher risk
threatening conflict situations, cases #5, 6

&

7.

This

phenomenae was perhaps best demonstrated in Conflict Situation #7,
the strategic power conflict, which purposely probed for respondent
power tatics.

Female administrators chose to be the more

aggressive group, by 14%, and directly confronted their opponentr
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while the majority of male administrators, 53% of them, chose to
avoid the opponent and pretend to ignore the power politics
being exercised by their adversary.

This conflict case, along

with cases #5, and 6, suggest to a significant degree that female
administrators tend to be more aggressive and competitive than
male administrators in their approach to high risk conflict
situations.

This very possible fact would lend credence to the

folklore once attributed to such revolutionaries as Juana Gallo,
who led her men to battle against the

11

gringo" government, after

having seen her father and other villagers hung for defending their
private property rights. 80

Or to the local interpretation of

the revolutionary war in Mexico of 1910, by La Tenienta Angelina
Vasquez, who recalls women of the revolution fully armed and
wearing loaded "carrilleras" fighting alongside the men. 81
In the next section I shall present and analyze Section III
of the questionnaire, '' Resource Needs

&

Utilization."

This

section designed to determine the current internal and external
resources in use by Hispanic human service administrators and
to determine the training needs of this group as well in conflict
resolution and conflict management.
Section III
Section III of the questionnaire, "Resource Needs

&

Utilization",

was developed to determine current usage of internal and external
resources for conflict management and resolution by Hispanic human
service administrators.

Additionally, this section served to

identify needed training for the respondents.

Also, the market
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survey function of this section served to idetnify both interest
and ability to pay for the suggested workshop topics (Appendix B).
The data results for "Resource Utilization" are presented in
Table 5 showing the number and percentage of responses for each
category by all respondents and by both Hispanic male and f:emale
respondent administrators.

The percentage figures reflect

computations taken from the total number of responses and not
the total number of respondents.

This computation approach

was·necesaary since many respondents answered with two or more
responses in this section.
In analyzing the data we f,1nd that a simple majority of the
t

responses, 21 out of 41 of 51%, indicate the use of the personnel
department as a resource for helping control and resolve conflicts
in the organization.

This characteristic ~ollows suit with both

male and female responses without any significant difference
between them.
The two categories receiving some significant difference
between male and female were usage of "National Concilio of
..

America", and usage of '~The American Arbitration Association"
as resources in helping control and reso~ve conflicts in the
organization.

The significant difference was the apparent

complete lack of usage by female respondents, while male
respondents indicate a response percentage of 12% in both of these
resource categories.

Female respondents identified the usage

of two non .... categorized res-0urces, the first, also identified by
male respondents, was "your immediate supervisor or higher
level supervisor."

The second resource category identified
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Table 5
Resource Utilization
~

ALL RESPONDENTS
Category

t

"

~
J

. ~·Number

J

Nufubers;;Percen:Li\~.Number

Percent

2

5

1

4

1

6

Chicano Mental
Health

0

0

0

0

0

0

Your Organizations
Personnel Department 21

51

14

56

7

44

-

Santa Clara County
Human Relations
Commission

3

7.33

1

4

2

12.5

Chicana Coalition

1

2.5

0

0

1

6

National Concilio
of America

3

7.33

3

12

0

0

Community Training
& Development Proj_.

1

2.5

0

0

1

6

American Arbitration
Association

3

7.33

3

12

0

0

12,~

4

25

Total

'

FEMALE

School of Social
Work

Other

l

Percent

MALE

7
41

17
99.9

3
25

100

16

99.~

(Other)
Your Supervisor
or Higher Level

3

7

1

4

2

12.5

El Comite'

2

5

0

0

2

12.5

Employment Labor
Association

1

2.5

1

4

0

0

Organization's
Board of Directors

1

2.5

1

4

0

N
Male
Female

=
=
=

41
25
16

-

0
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was "El Comite", which is a county-wide boQ.y representative of
mostly county employees advocating services for the Spanish
speaking.

Male respondents identified the usage of "Employment

Labor Associations 11 along with usage of "Organization's Board
of Directors" as two non-categorized resources that have been
used by the respondents in helping control and resolve conflicts.
I should mention that the School of Social Work received 2 out
of 41 or 5% of the responses indicating that the School continues
to be a resource to the administrative community in assisting
them control and resolve conflicts in their organizations.

This

result is modest and should be further developed.
In Section IV, I will be analyzing demographic and characteristic date of the respondents.

However, Question #15 in that

section was meant to precipitate "training needs" in Section III
of the questionnaire.

Therefore, I will analyze the data

presented by Question #15 of Section IV in Table 6.
The data presented in Table 6 demonstrates the number and
percentage of responses by all respondents, and by male and
female groups who answered the question;

11

Have you ever taken

coursework or attended workshops on conflict management and/or
conflict resolutien? 11
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Table 6
Training in Conflict Management

&

Resolution

FEMALE

ALL RESPONDENTS

Number

Category

%

Number

%

Number

%

Question #15,
Section IV
The respondent
answered Yes.

10

31

8

42

2

15

The respondent
answered No.

22

69

11

58

11

85

N
Male
Female

32
19
13

In analyzing the responses to this question we find that a
substantial number, 22 out of 32 or 69 % of the respondents, have
not had any formal training on conflict management and conflict
resolution.

Hispanic male administrator respondents indicate

a significant difference of 27 % in having 8 out of 19 or 42 %
of their group exposed to formal coursework or workshops
on conflict theory and practice, while Hispanic female administrator
respondents show only 2 out of 13 or 15 % of their group r e ceiving
any such training.
A major goal of this exploratory study was not only to
identify current practices and to distinguish similarities and
differences between Hispanic male and female administrators in
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conflict management and conflict resolution, but to also determine
training needs and gaps amongst these administrators in their
organizations.

The data collected in Section III Part B attempted

to provide the respondent,with an opportunity to identify those
areas most needed to provide this study a market feasibility·
component that could be used in the development of a management
training proposal.
The data results for

11

Training Needs

are presented in Table 7 (Part I

&

&

Market Potential"

II).

In analyzing the data on Table 7 we find an overwhelming
indication of training needed in the area of conflict management and conflict resolution for Hispanic human service
administrators.

The market potential for this training is also

very encouraging since many of the workshop areas were identified
by 11% or more of all respondents, indicating 7 to 12 respondents
ability to apy for this training.

This amounts to a modest but

adequate resource base of $175.00 to $300.00 for each workshop .

•

The workshops identified to be of the most interest to
all respondents were by response percentage 1) Conflict Management

&

Control 16.5%, 2) Time Management/Preventing Burnout

14.5%, 3) Conflict Resolution in Human Service Organ1zations 12%,
4) Developing Negotiation Skills 11%.

In addition, Hispanic

female respondents showed the most interesL-iI} this workshop with

5 out of 55 or 9% of all their responses.

\...1 l

',
·oo I

Table 7 (part I of II)

(

~./
,'

Training Needs

&

Market Potential

ALL RESPONBENTS

1. Conflict
Resolution In
Human Service
Organizations

2. Confl.ict
Resolution
Using Game
Theory App'roach
3. ConflictManagement
Control

,

FEMALE

5. Developing
Negotiation
Skills'

-

Ability
to pay$

12

12

7

7

13

3

5

10.5

4

8

8

6

4

7

3

4

8.5

3

12

10

18

6

7

15

6

~

16.5

17

4. Organizing
& Manag~ng
Personnel Transl•
Layoffs & Termin~s

-

1 .,

Number Percent, Ahili:ty:,. Number,. '%, AbiLityt .i 1.Number %
r/o
rnterest
to pay$ Interest
to pay$ Interest
'o

Workshop
Interest

..,

MALE

9

9-

8

4

7-

3

5

10.5

11

11

8

5

9

4

6

13

·-

.-,

()

..

,.W...

' 4

,.,

"

tl '\,

O'I };, ,,

,,,

Table 7 (part II of I'I)

I.P)

,,

Training Needs

&

Market Potential
.,

I,

ALL,RESPONDENTS

' I,:·'·

Workshop
'Interest
6. Time '
Management
Preventing
Burn-out'

Number Percent
Interest
%

Ability
to pay$

MALE
Number
Interest

FEMALE
Ability
to pay$

%

Number
Interest

%

Ability
to pay$

,t

14.5

9

10-

18

5

5

10.5

4

7

7

4

3

5

1

4

8.5

3

15

14.5

,10

5

9

3

10

21

7

,.
8

4

7

13

4

l

,2

0

99 .• 5

68

55

99

32

15

7. · Basic
Mediation
Skills
· 8. Women In

Management
Assertive
Skills in
Conflict
Resolution
l

•

9. Arbitration
.Co.llective
Bargaining In·•.,
Human Service ·
Organizations

8 '

-Total
•lj

~
,,

:
,,.

102

'

99.5

.36

N = 102
Male= 55
\·Fem.ale = 47

~·
1 ,1

I

t

,,

....

47

...,

...

-

Jllil,,,

0

·-

-

...

-

.
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A significant difference occurred between male and female
respondents with the workshop on, "Arbitration, Collective
Bargaining in Human Service Organizations."

Male responses

accounted for 13% of their total responses, while female
responses accounted for only 2 % of their total responses.
Section IV
The demographic data collected provides sex, age, ethnicity,
education, marital/family status, and income information for
each respondent in the study.

The data also provides information

on the type of organization the individual respondent works
for, their management level in the organization, the number
of persons supervised, the length of time as an administrator,
the length of time in their position and the length of time
in their organization.
What are the differences and similarities in the age
range between Hispanic male and female human service administrators
in Santa Clara County?
The data presented in Table 8 shows the percentage and
number of responses under each age group range.
An analysis of the data shows that in the 31-38 age range
there were 6 out of 32 or 19 %of the total respondents in this
range.

However, there was 5 out of 19 or 26 % male administrators

and only 1 out of 13 or 7.5 % of female administrators in this
range.

Therefore a significant difference of 18.5% is apparent

between administrators with females being underrepresented in
this category.

In the 46-55 age group, 7 out of 32 or 22%

Table 8
Age
ALL RESPONDENTS
-Total # of
Responses

Age

MALE

Total % of
Responses ·

"

FEMALE

Number of
Responses

Percent
%'

Num-ber of
Responses
3

Percent
%

~
'.

2f-3(')

~

()

'

31-38
39-45
46-55
56-64
65+

TOTAL

6
6
12
7
1

19
19
37
22
·3

3
5
7
3
1

16
26
36
16
,, 5

0

0

0

·- 0 -

32

100

19

N== 32
Male= 19
Female= 13

.. 99

l'--

23
_7_5

5
4

38.5
31

0

0

0

0

13

100
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of the total respondents were identified.

This involved 3 out

of 19 or 16% male administrators and 4 out of 13 or 31% 6f

t .

female administrators.

Female administrators in the 46-55

age group represent a significant 15%: more than do the male
administrators.
The analysis of the age data seem to indicate that there
'
is very little age difference between the Hispanic male and
female administrator.

However, in combining the last three

age groups, 39-45, 46-55 and 56-64, female administrators
show 9 out of 13 or 69% of their group, while male administrators
show 11 out of 19 or only 58% of their group.

Thus the

combined age g.roups seem to indicate that Hispanic female
administrators tend to,be slightly older than Hispanic male
administrators.

This finding does not substantiate the -

discussion in ~he literature review regarding the recent
emergence of women into the management field.

I will discuss

this further in t~e conclusionary chapter of this study.
What are the differences and similarities in educational
level of achievement between Hispanic male and female human
service administrators in Santa Clara County?
The data presented in Table 9 shows the percentage and
number of responses•.• for each eduactional level.
In the "Post-Graduate" level of education the data
indicates a high level for all respondents in this category.
Male and female administrators share near·equal representation,
8 out of 19 or 42% males, and 6 out of 13 or 46% females.
In the "College Graduate 11 category the data indicates that 9

Table ,,9
'

-

Education
ALL RESPONDENTS
Total,# of
Responses

Level

►

~

Total % of
Responses

Number of
Responses

Percent
%

Number of
Responses

Percent

6

46 -

%

14

44

8

42

College
Graduate

9

28

8

42

1

8. -

Some
College

7

22

3

16

4

3L.

~

·,2-

~-

Som~--High
_____ School
Totals

0
32

- 0100

0

0

6..,,

:....._---

_.,,__

,-___ ,,,....--'/'

*Foreign
Education

_4

12.5

,- .......

r-

J

- -

;.._

r---

r-:---

. /J~--r-~

15-

2--'
~

'

o_

19
-=;_a-.....-

t

FEMALE

Post Graduate

High
School §fad

•

MALE

~

0

0

0

- 100

13

100

0

4

31

_,.

0

N = 32
Male= 19
Female= 13
*Note:

Foreign education is in addition to the other categories. Therefore, the
number and percen·tage for this category is computed seperately.
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out of 32 or 28% of all respondents are in this category.

The

male administrator representation far out-numbers the female
representation with 8 out of 19 or 42% of all male respondents.
Female administrators account for 1 out of 13 or only 7.5% of
female respondents.

This 34.5% difference between male

and female administrators is significant and is noted.

In

the "Some College" category, 7 out of 32 or 22% of all
respondents identified with this category.

Female respondents

accounted for the larger representative group with 4 out of 13
or 30.5% compared with only 3 out of 19 or 16% of the male
respondents.

A significant difference of 14.5% exists between

female and male respondnets with males being less represented
in this category.

In the "High School Graduate" category, 2

out of 32 or 6% of all respondents identified with this category.
The respondents however, were all female accounting for 15% of
the total female responses which does represent a significant
difference from the male administrators.

No responses were

received in the "Some High School" category.

In the "Foreign

Education" category 4 out of 32 or 12.5% of all respondents
claimed to have studied in a foreign country.

The respondents

were, as in the previous category, all female and represent
a 30.5% difference from male respondents.
The analysis of the educational level data seems to indicate
that there is a distinct difference between the educational
level attained by Hispanic male administrators and that attained
by Hispanic female administrators.

The data supports this

result in individual categories as well as in the following
combination of categories.

In combining "Post Graduate

&

•

75
College Graduate" categories we find l6 out of l9 or 84% of all

•

male respondents, while'on:j..y 7 out of l3 or 53.5% of all female
respondents identify in this higher education combination, a
30.5% difference between the two groups.

Also, when combining

the "High School Graduate 11 and "Some College" categories we again

t
find the male respondents with a higher level of education since
in the combined category th~y only represent 3 out of 19 or 16%
of the total male respondents, while females represent 45.5% or
6 out of l3 of all female respondents.

Clearly a significant

difference of 29.5% points to the lower educational level achieved
by Hispanic female administrator respondents.

Nevertheless, the

fact remains that in the highest "Post Gradu,ate" category males
and females show almost equal percentage of respondents in this
category with female administrators showing a slight 4%_, more
(46% of total female respondents) than the male respondents
(42% of total male respondents.
What are the similarities and differences in income between
Hispanic male and female human service administrators in Santa
Clara County?
The data presented in ~able 10 demonstrates the percentage
and number of responses for each income level category.

An analysis of the data shows that the highest percentage of
responses are in the highest income bracket.

That is, the

income bracket of $31,000-above includes 9 out of 19 or 47%.Jof
all male respondents.

The female group includes 4 out of 13

or 30.5% of all female respondents.

A significant difference

between male and female respondents of 16.5% exists which reflects

Table 'lO

It

Income
ALL RESPONDENTS

FEMALE

MALE

t
Total # of
Responses

Total % of
Responses

Number of
Responses

t

0

0

2

~

16,000-:::
21,999

•

Percent -

Number of
Responses

Percent

%

0

0

0

0

6

1

5

1

7.5

7

22

4

21

3

23-

22,00026,999

5

16

3

16

2

15

27,00030,999

5

16

2

10.5

3

23

31,000above

13

40

9

47

4

30.5

7

39

5

42

11

58

7

54

Income
Level
9,999below
10,00015,999

%

N = 32
Male= 19
Female = 13
*16,00026,999

12

4(<}<_,:,

*27,00031,000+

18

60

N = 30
Male= 18
Female= 12
*Note:

Four of the income level categories have been grouped into two catogortes to
show a combined category response profile.
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the review of literature in that males are still better paid than
females.

The difference narrows somewhat in the next higher

bracket of $27,000-30,999 with only 2 out of 19 or 10.5%
of male respondents in this category.

The female representation

is 12.5% more than that of male respondents with 3 out of 13
or 23% of the total female respondents in this category.
The next three income categories $22,000-26,999, $16,000-21,999
and $10,000-15,999 shows very similar responses for both male
and female respondents.

The most significant difference in

income levels between Hispanic male and Hispanic female human
service administrators is identified in the highest income
category with males showing a higher percentage of their
respondents, a difference of 17.5%, in this category.
What are the similarities and differences in the marital
and family status between Hispanic male and female human service
administrators in Santa Clara County?
The data presented in Table 11 indicates the percentage and
number of responses for each category.
An analysis of the data shows that majority of the total
respondents are currently married, 18 out of 32 or 56%.

Male

respondents seem to outnumber female respondents with 15 out of 19
or 79%, while only 3 out of 13 or 23% 6f female respondents
identify as being married.

A significant difference of 54%

between male and female respondents clearly establishes Hispanic
male administrators as being more likely to be married than
Hispanic female administrators in Santa Clara County.

A significant

difference of 41% between two respondent groups is identified
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Table 11
Marital & Family Status
MALE

ALL RESPONDENTS

FEMALE

Total # of
Responses

Total % of
Responses

Number of
Responses

Percent
%

Number of
Responses

Percent

Status
Single

7

22

1

5

6

46

Married

18

56

15

79

3

23

Divorced/
Separated

4

12.5

3

16

1

7.5

Widowed

0

0

0

0

0

0

3

9.5

0

0

3

23

19

100

13

99.5

14

74

7

54

Single Family
Head of Household
Total

32

100

%

N = 32
Male = 19
Female = 13
*Children

*Note:

21

65

N = 32
Male= 19
Female= 13
Respondents having children, this category is in addition to the other
categories. Therefore, number and percentage is computed separately and
not added to totals .
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in the "single" category.

Female administrators appear to remain

single more so th.an male administrators with 6 out of 13 or 46%
in th.is category, compared to only 1 out of 19 or 5% of male
administrators with 6 out of •13 or 46% in this category, compared
to only 1 out of 19 or 5% of male administrators.

The category

"single head of household family" may have been added to the
"separated/divorced" category.

If this were the case than a

significant difference would have occurred between the two
respondent groups with female respondents being more r~presented
having a possible 4 out of 13 or 31% response compared to male
respondents who remained with 3 out of 19 or only 16% response.
In the

11

single head of household faroily 11 category there were no

male respondents.

However., as indicated previously 3 out of 13

or 23% of females identified with this category.

These results

supports the literature review and seems to indicate that Hispanic
male administrators are seldom left with the responsibility
of caring and raising their children alone as apparently Hispanic
female administrators must often to.

In the category of "children"

a majority of all respondents 21 out of 32 or 65% indicated having
them.

Male respondents claimed 14 but of 19 or 74% while female

respondents\claimed 7 out of 13 or 54%.

A significant difference

of 20% between Hispanic male administrators and Hispanic female

•

administrators is identified in this category with male
administrators more likely to have children.
What are the differences and similarities in the "Length

•
•

of time,as an Administrator" category between Hispanic male and
female hµman service administrators in Santa Clara County?
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The data on Table 12 shows the mean scores for each group.
Table 12
Letigth ·of Time as an Administrator

Male X

=

*Female X

*Note:

5.6 years
4.9 years

N

=

31

Male

=

19

*Female

=

12

One respondent did not answer the question.

The data demonstrates that a slight difference is apparent
showing male administrators as being an administrator for a
mean average of 5.6 years, while female administrators have
been administrators for a mean average of 4.9 years or .7 years
less than the male administrators.
What are the similarities and differences in the "Length
of Time in Present Position" category between Hispanic male
and female human service administrators in Santa Clara County?
The data on Table 13 shows the mean scores for each group.
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Table l3
Length of Time in Present Position

Male X

=

2.5 years

*Female X

=

3.1 years

N

=

31

Male
*Female

'

*Note:

= 19

=

12

One respondent did not answer this question

The data results show an almost exact reversal from the
, previous category.

The female administrators at a mean average

of 3'.~"l years are now being identified as being in their present
positions longer than the male administrators who have a mean
average of 2.5 ¥ears in their present positions.
What are the similarities and differences in the "Length
of Time in Present Agency'~ category between Hispanic male and
female human service administrators in Santa Clara County?
The data presented in Table 14 shows the mean scores
for each group.

'
'
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Table l4
Lengt4 of Time in Present Agency

=

4.~ years

=

5. 9 years

N

=

31

Male

=

19

*Female

=

12

Male X
''*Female X ,

*Note;

'
One respondent
did not answer this question

The data results demonstrate that Hispanic female administrators
have been employed in their agencies for a longer time than Hispanic
male administrators.

Precisely the female administrator has spent

a mean average of 5.9 years in their present agency, while the
male a~inistrator has spent a mean average of 4.5 years or 1.4
years less.

This data results provokes many why questions

especially since the category on "Length of Time as an Administrator"
resulted with male administrators having been administrators
longer than females,.

Do'es the resulting data on "Length of

Time in Present, Agency" :gossih1¥:-.,- sugges:i:i;,. that male administrators
move around from agency to agency more than females?

Or does

the resulting data suggest that Hispanic males are promoted to
administrative positions sooner than the female?

Poss:ibly both

speculative questions may be statistically true, however the data
'.'.)

in this study does not provide us with the necessary information
to prove or disprove these possibilities.
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What if any, is the difference in the number of subordinates
directly or indirectly supervised between Hispanic male and
female human service administrators in Santa Clara,.County?
The data presented in Table 15 shows the mean scores
' for each group.
Table 15
Supervision

Number of Subordinates
Male X
*Female X

= 7

Male

19

.. Female

=

13

1
2

6 direct supervision

=
=

N

•

=

direct supervision

32

MalelM

= · -4 7

indirect supervision

Female X

= 45

indirect supervision

.-

t

•

=

..,26

N
~'.l
X.Male

= 14

Female

=

2
12

1

'

Note:

5 respondents did not answer this question.

Note:

1 respondent did not answer this question.

2
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The data results indicate no real difference in this category.
The male administrator directly supervises a mean average of 6
subordinates while the female administrator directly supervises
a mean average of 7 subordinates.

The female administrator

indirectly supervises a mean average of 45 subordinates while
the male administrator indirectly supervises a mean average of
47 subordinates .
Other Respondent Characteristics
It is important to mention other characteristic data
making up the profile of the respondents.

This data includes,

type of organization represented by the respondent, management
level, and ethnicity.

Beginning with the "type of organization"

the respondent was representing, Table 16 provides the number
and percentage for the total respondents as well as the number
and percentage of male and female respondents in each type of
organization.
Although equal attempts were made to access both males
and females in each type of organization, except federal

(no

attempt was made for either group) somewhat significant
differences occurred with male respondents being over-represented
in the private non-profit agencies 47.5% compared to 33%
female respondents.

Female respondents received more representation

than male respondents in state and city agencies, although
the difference amounted to only 6.5 %.
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Table 16
Type of Organization
ALL RESPONDENTS

MALE

Total # of
Responses

Total % of
Responses

Number of
Responses

Private
Non-profit

13

42

9

County Public
Agency

10

32

State Public
Agency

4

Federal Public
Agency

FEMALE
Number of
Responses

Percent

47.5

4

33

6

31. 5

4

33

13

2

10. 5

2

17

0

0

0

0

0

0

City Public
Agency

4

13

2

10.5

2

17

Total

31

100

19

12

100

Type

N = 31
Male = 19
Female = 12

Note:

One respondent did not answer this question.

Percent
%

100

%
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The management level characteristic of the respondents are
graphically d~monstrated by Table l7 for all respondents and
individually for male and female groups.
The data results indicate that although equal male and female
top level administartors were contacted (10 a piece) only 4
out of lO female top administartors responded to the questionnaire,
whle lO out of lO male top level administ:cators ''contacted responded.
Top level administrators make µp l4 out of 32 respondents or 44%
of the study.

Mid-level administrators are closely represented
I

by both male and female respondents 26% and 31% respectively
or 28% of the total respondents in the study.

t

Lower level

administrators are significantly more represented by female
respondents at 38% of their group, while male respondents in lower
level management represent 21% of their group~

This significant

difference of 17% in lower management representation, along with
the significant difference of 22% in top level management, gives
all of the data results for male respondents in this study tip
towards the top level of management~ which for women respondents
the tip is just the opposite towards the lower level of management.
These data results have probably had a slight or even
significant impact on some of the other demographic results of
this study.

Certainly the

11

income 11 category where male

respondents showed a 16.5% higher income than female respondents.
This can new be nullified or at least held suspicious since the
study was represented by 22% more top level male respondents
than female respondents.

Also at the lower income level

there was previously no significant difference between the two
groups, however, this result may no longer be valid since female
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Table 17
Management Level

•
ALL RESPONDENTS

Level

Total # of
Responses

Total # of
Responses

Number of
Responses

FEMALE

%

Number of
Responses

%

14

44

10

53

4

Middle Manage9
ment (Assist.
Director, Deputy
Director, Project
Manager, Site
Administrator)

28

5

26

4

31

28

4

21

5

38

'.i"op Management (Exec,.
Director,
Bureau Chief,
Division Head)

, Lower Management (Supervisor,
Coordinator,
Assit. Deputy)
Total

9

32

100
N
Male
Female

t

MALE

==
==
==

31

19

100

13

100

32
19

13

Total Contacted
(all levels)

40

100

20

100

20

100

Total Responses
, (all levels)

32

80

19

95

13

65
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respondents show a 17% higher representation in the lower management realm.

The 17% difference should have theoretically provide

some difference in income between the two groups, logically
bringing down the income of the female respondents, yet this
does not occur.

Therefore it is very probable that male

respondents in lower management are actually earning 14 to 17
percent less than female respondents in lower management, this
would explain the lack of difference between respondent groups
without this adjustment.
Ethnicity of the respondents was asked to ensure the validity
of the sample used for this study.

Also, it was the intent

of this study to go beyond the Mexican American experience and
include other Hispanic groups in the body of knowledge.
Ethnicity data of the respondents is reported in Table 18 and
represents a microscopic identification of distinct Hispanic
groups are participated in this study.
The data results indicate that all respondents were Hispanic.
The definition used for Hispanic is as follows; "The term
particularly refers to persons of Spanish heritage.
is used as a unifying word.

The term

In this study the term will apply to

those groups who were colonized by Spain and speak Spanish in
the Western Hemisphere.
Central

&

This includes, Chicanos, Puerto Ricans,

South Americans and other groups."

The one respondent who answered in the "other" category
identified herself as "Filipina".

The Phillipines were a

Spanish Colony for over 200 years where Spanish was spoken and
customs, culture and the like were transferred.

The person

:{~~~~~
~- /
18;'

Table~
'

I

'-.-'

Ethnicity

,. FEMALE.

MALE

'

...

Number of
Responses

Percent

Number of

%

Responses.

Chicano/
Mexican American

17

89

9

69

LatinoCentral Ameri_can

0

0

0

0

LatinoSouth American

0

0

0

0

Boricua/
Puerto Rican

2

10. 5:,

1

7.5

Hispanic

0

0

2

15

Anglo/White

0

0

0

Q

Q

0

1

7.5

Ethnicity

Percent

.%

t

•

*Other

= 32
Male= 19
Female= 13
N

t

*Note:

The one response rec d in other category, as Fili pina was from a Spanish
surnamed female: According to the definition of Hispanic in this study,
this would qualify the response as Hispanic. -=._:_~..: ---- _ --~~-I

-,.___,__;~___;~- ~~~·-·~ --- _; ,_ .:"__):C~~~~~;~~:~..

•

-

..

:::r_;.

t
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who identified herself as
and a first name.

t

11

filipina 11 has both a Spanish surname

The director of the National Concilio of America,

a national Hispanic group, was contacted and asked if they consider
Filipinos as patt of the Hispanic family or groups?

His reply_,

was in the affirmative and therefore for the purpo 9 e of this study
"Filipinos" were classifed as Hispanic.
Summary of Section IV
. Summing up the data results of this section on demographic
and characteristic data, we found slight differences between
Hispanic male and female human service administrators
in age, income, number of person supervised, length of time in
present position, and the length of time in their organization.
Males are slightly younger, have somewhat higher income in the
,

upper management level yet appear to have somewhat lower incomes
in lower management.

Female administrators have been in their

present administrative positions somewhat longer and they-have

t

been .in their present agency slightly longer as well.

However,

the male administrator has been an administrator somewhat longer.
More provocative and significant differences were found,
between Hispanic male and female human service administrators,
in marital and"family status, and education achievement.

The

data results, indicated by Tables eleven and nine, showed that
female administrators are less likely to be married and less
likely to have children.

Another significant data result, Table

eleven, was that the female administrator, with children, whose
marri~ge dissolves for whatever reason, is significantly more

'
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likely to remain as·a single head of household than male
administrators with children.

t

Hispanic male and female administrators, in top level
positions, have very similar high educational achievement, in
fact female respondents indicated a slightly better educational

'

achievement level, in top management positions, than male
respondents.

However, a very significant difference in educational

achievement was documented in lower and middle management levels,
where male administrators showed having achieved a significant
higher level of education.
The last chapter, to follow, is the conclusionary part of
this exploratory study undertaken in the study of conflict
resolution and conflict management as practiced today by
Hispanic human service administrators in Santa Clara County.
In this last section, I will conclude the findings of the study
and make my recommendations •

•

t

'
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CHAPTER V
CONCLUSIONS
The purpsoe of this last chapter is threefold.

Beginning

with a summary which will briefly review the contents covered
in the study.

Next, the major findings of this research will

be presented, in relation to the objective and research questions,
their meaning will be determined.

Finally, recommendations will

be offered.
Summary
The purpose of this study was to investigate, analyze
and compare current methods, leadership style and resource
utilization as practiced by Hispanic human service administrators
in conflict resolution and conflict management.

A major goal

of the study was to explore male/female differences and similarities.
Also the intent was to document innovative approaches and
uncover resources used by Hispanic human service administrators.
Furthermore, i t was speculated that gaps in knowledge about
methods, techniques and resources on conflict resolution and

t

conflict management could be identified.

Identifying these gaps

could possibly provoke and justify the development of a management proposal directed towards the further traintng and

I

acquisition of resources for upgrading the skills of Hispanic
administrators in Santa Clara County and potentially in other
significant Hispanic population centers of the State •

•
'

9.3

The review of the literature included a macro level view of
conflict in society, otherwise known as social conflict.

Social

conflict was defined to consist of two major forms; 1) That which
is related to the distribution of scarce resources, and 2) That
which relates to interests and values.

t

were provided and Alinsky's

11

Examples in each area

Have Nots theory" was fully utilized.

Next, in the review of literature, the institutionalism
of conflict was defined and analyzed within the world of Western
Society and specifically within the human service organization.
The human service organization was defined and disected into its
component parts and unique attributes.

Organizational conflict

types were examined and categorized into intrapersonal, functional,
interpersonal, and strategic/power spheres.

The study, up to

this point, had identified and qualified the nature of conflict

t

putting it into the organizational setting of modern human
service organizations.
The next section of the review provided an examination of
conflict resolution methods.

Those methods studied included;

Confrontation, Third Party Intervention, System

&

Role

Restructuring, and the use of firings and terminations.

In

addition, a specialized technical direct approach to conflict
resolution was highlighted, the use of "Game Theory".
In Chapter III the methodology of the study was described
as being exploratory utilizing descriptive methods in analyzing
conflict resolution and management styles.

•

•

A comparative analysis

was proposed to be undertaken between male and female respondents •
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The instrument used to obtain the necessary data consisted of
four .::.parts, a leadership style section, a conflict resolution

I

section, a resource utilization section, and·a demographic,
socio-economic section.
The four sections of the questionnaire were mailed out as
one to a total of 40 Hispanic human service administrators
in Santa Clara County during late March of 1981.

This mailing

consisted of 20 male and 20 female pre-selected subjects of which
10 in each group were from private non-profit organizations,
5 in each group from city and state•,')pu6lic organizations, 5 in
each group from copnty public organizations.

Also the sample

was pre-screened to include an equal distribution of the three
management levels for both male and female subjects.

This

distribution included f?r each of the two groups, 10 subjects
in top level management, 5 subjects in middle level management,
and 5 subjects in lower management.

•

The mailing of the

questionnaire resulted in a return of 32 valid responses or
a return of 80 percent.
Significant Findings

•

The findings of this study indicate that there are significant
differences between Hispanic male and female·"-~.

•

~-'i

administrators.

The significant differences can be grouped into four categories;
1)

Leadership style, 2) Conflict resolution methods, 3)

Outside

resource utilization, 4) Demographic or socio-economic characteristics .

•

•
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Leadership Style
The data results indicated a significant difference in the
self-perceived leadership styles of Hispanic male and female
human service administrators in°Santa Clara County.

Only

46 percent of the female respondents exhibited the achievement
style of leadership while 79 percent of male respondents (33
percent more than female respondents) exhibited this style.

No

particular leadership style and combinations of formal, informal,
and achievement styles accounted for a significant difference
between male and female respondents.

All male respondents

fell neatly into distinct single categories of leadership, while
female respondents, 46 percent of them, showed defiance by
preventing any one single style of__leadership to be attributable
to them.
The implication of the leadership results are twofold.
First of all it is clear that Hispanic male administrators
identify with a single style of leadership and that the style
most likely to be practiced by them is the achievement style.
The second conclusion is that most Hispanic female administrators
do not identify with any single style of leadershipr at least
those tested here, formal,informal and achievement.

However,

I am convinced that further study would enable us to isolate
and categorize a single majority leadership style used by
Hispanic female administrators.

The style may very well be a

hybrid of the three aforementioned in this study!
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Conflict Resolution Methods
The data results indicated moderate to marg&nal differences
employed between Hispanic male and female administrators in their
resolution and management of conflict.

Male administrators are

more apt to use direct confrontation methods in non-threatening,
low-risk situations, Conflict Situations #1, 2, 3

&

4.

Female

administrators, on the other hand, are more apt to use direct

t

confrontation methods in threatening, higher risk situations,
Conflict Situations, #5, 6, and 7.
The use of indirect third party conflict resolution methods
appeared to be minimal by all respondents, certainly no significant
difference was identified between male and female respondents.
The use of specialized, technical direct resolution approach

I

of game theory was not identified by name in any conflict
si~uation by any respendent.

However, one 0£ the game theory

strategies, Mediation, received majority support by both male

•

and female respondents in Conflict Situation #4, the functional
coIIlffion resource dependence conflict.

Also, in Conflict Situation

#la significant number of all respondents, 12.5 percent, wrote

•

in Category E their role to be one of "mediator" between the
two conflicting parties.
The avoidance, non-responsibility category for resolving
and managing conflicts received the most support from male
respondents.

Male respondents gave this category majority support,

63 percent, in Conflict Situation #6.

•

Also, they gave it majority

support, 53 percent, in Conflict Situation #7.

on the other hand, never gave majority response to this avoidance
category in any of the conflict situations .

•

Female respondents,
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The implic~tions of the conflict resolution methods results
are inconclusive for the male group since they apparently
contradict each other in the two extremes.
confrontation and avoidance.

I

The extremes being

This appears to be the case for

the male respondents who in Conflict Situations #l, 2, 3

&

4

chose confrontation as the majority method and then reversed
their methods in the higher risk conflict situations of #6 and 7
by choosing, with a majority, the avoidance technique.

This

phenomenae however, could be interpreted as not being c?ntradictory, rather being predictive in that Hispanic male
administrators will avoid directly or indirectly confronting
threatening, high risk situations, more so than their female
counterparts.

This interpretation is highly amusing and would

strike down an age old stereotype about
weak females.

11

macho 11 males and

I belive more evidence is needed in these two

categories before a more conclusive stand could be taken.

t

Outside Resource Utilization
The data results showed a significant difference between

-

male and female administrators in their use of outside resources
for conflict resolution and conflict management.

What this

simply means is that Hispanic male administrators are more
~

likely to have more outside resources to go to when the need
assistance in mana~ipg or resolving a conflict.

Also, it

means that Hispanic female administrators may lack both the
knowledge and access to these outside resources.

The data is

insufficient t0 conclude this .shortcoming, however it is sufficient
to suggest it.
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Demographic Socio-Economic Differences
The data results showed a significant difference between
Hispanic male and female human service administrators in
Santa Clara County in two categories.
j

The two categories

being marital and family status, and educational achievement.
Hispanic male administrators are more likely to be married
and to have children, also he is less likely to be a single

t

head of household with children.

These data results promote

the conclusion that women, at least Hispanic women in human
service administration must be able to endure a longer
single life and must be prepared, when marriage dissolves, to
become the-single parent and head of the household.
The educational achievement of both top level Hispanic
male and female human service administrators is impressive
and practically equal.

However, significant differences

between the two groups occur at the.middle and lower management levels.

A substantial gap in higher education exists for

. female administrators in these lower and middle management levels.
The meaning of these results suggest that Hispanic males have
perhaps had more encouragement, more opportunity.to pursue
a degree in higher education.

Also, these same results could

be suggestive that administrative opportunities for Hispanic

'

females do not necessarily requie the achivement of a degree in
higher education, at least in the lower and middle management
levels.

I

Therefore a potential double standard for advancement

into administration may be in operation for Hispanics.

However,

the evidence in this study does not clearly provide one interpretation
over the other.

Thus this data result is inconclusive.
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Overall Findings
Overall the results of the study clearly indicate that
•
Hispanic human service administrators demonstrated a stno~g
concern for training in conflict resolution and conflict

•

management.

Gaps in both methods and resources in conflict

resolution were identified by the study for the majority of
the participants.

.

The study was successful in identifying specialized
resources~for conflict resolution and management.

Also,

a moderate degree of innovative approaches in the resolution
•
of conflict situations within human service organizations
was discovered and documented.

The uniqueness of these

approaches prevented, in most cases, fixing a . conflict resolution
.
category to the response.

The study,

in

my_·opinion:_achieved:~its",;:·

~xploratory goal in providing basic answers to the research
questions and in fulfilling the primary objective of the study,
which sought to examine and identify methods, style and
resource utilization to make a comparative analysis between
Hispanic male and female human service administrators.

•

Finally, before making my final recommendations, the study
has been able to accomplish an unforseen goal~

The study has

been able to document current knowledge about minority_ponflict

•

management in human service organizations.

This welcomed

byproduct can hopefully serve to inspire, teach, and reinforce
'

the fact that Hispanic administrators are not a passing phenomanae

I

in the human services.

In fact it appears from the research

conducted, that the average Hispanic human service administrator
has been an administrator for five years or more •

•
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Recommendations
The following recommendations are offered on the basis of
the research conducted in this study:
1)

The Schoo·l of Social Work or another training institution
with the interest or responsibility in the human services
should provide the leadership for the training of Hispanic
human service administrators, from Santa Clara County, in
conflict resolution and conflict management.

t

The identified

topic areas in the study could be taught internally or
externally.

'

Or perhaps, a management proposal, incorporating

the contents and results of ,-.this study, could be developed
to seek outside funding.
2)

t

Further research could be conducted on this same issue,
utilizing a larger geographic and population area,
perhaps the service are~ of San Jose State University, or
even a larger orie.

This would serve to validate the

research findings and gather more resources in this critical
management area.
3)

t

Future research conducted on this same issue should include
participants from federal public agencies as well as
providing a larger representative sample of state and
city public agencies.

•

This would serve to expand the

organizational sphere of the research findings.
4)

A cross-cultural study between Hispanic and other minority
male and female human service administrators should be
conducted in order to gather, compare and expand the
base of knowledge in minority administration .

•
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March 31, 1981
Dear

t

You have been identified as being a distinguished member of our Chicano/Latino
community in the field of Human Services. As an administrator and/or supervisor
you represent our growjng representation in leadership positions in California.
The attached questionaire concerns administrative and supervisory skills in conflict
management and conflict resolution. This,questionaire is a major part of my graduate
study being carried thru the School of Social Work at San Jose State University. The
results of this study will, in part, help design a management proposal to be used
in training human service administrators.
Your input into completing this questionaire would ensure a Chicano/Latino perspective. I have pretested the questionaire and have revised it, obtaining only neccessary
qualitative and quantitative data, while requiring a minimum of your time. The average
time for administrators trying out the questionaire was
I would greatly appreciate it if you would co~plete-~he questionaire as soon as possible
and return it in the enclosed addressed stamped envelope. Other components of my
research cannot be carried out until an analys1s can be made from the questionaire data.
Feel free to include any comments concerning aspects not covered in the questionaire,
on the back of the last page. Also, if you so request, I can either mail you or bring
by a copy of a summary on the questionaire results.
Muchisimas gracias!

Se Puede,
Enrique S. Angulo
258 N. 17th St.
Sah Jose, Ca. 95112
279-6552 (W)
297-8675 (R)

APPENDIX "B"

Section I

LEADERSHIP STYLE

Directions:
Circle those items that apply to you as a leader.
apply to you, do not circle it.

If a statement does not

'

1.

I believe in maintaining clear lines of authority.

2.

I set high standards and hold workers accountable.

3.

I encourage innovation at all levels.

4. I make my employees stick closely to
5.

my

rules.

I never criticize a worker for a mistake.

6. I reward exceptional performance.
7.

I try to establish a·relaxed, easygoing atmosphere.

8.,

I want all

my

workers to

be friendly,

9. I remain socially distant from

t

my

without any conflicts.

workers.

10.

I encourage moderate risk taking.

11'.,

I think consistency is more important than creativity.

12.

I want decisions to be made democratically in WJ organization.

13. I try to help my workers w:t,t~Ltheir personal problems.
!t .

14. I give my workers maximum responsibility.
15. I want a sober atmosphere in my organization•

•
Source: Learning Dynamics Inc-., from 11 r-Dimension Leadershipu program.,
Session II, 1975 •

•

Section II

'
:,

'
,

CONFLICT MANAGEMENT

&

RFSOLUTION

Directions:
Assume YOU are involved in each of the following seven conflict situations.
Each situation has four alternat~ve actions you might initiate. YOU can
choose a fifth alternative, in which case,1 state the action you would take.
Be as brief' as possible.
·

~

THINK about what YOU would do,in each circumstance. Then circle the letter
you think would most clearly describe your behavior in the situation presented.
Circle only one choice or state a fifth alternative.

CONFLICT SITUATION
Subordinates'-J:uan and Mario have been
arguing and not cooperating with one
another. Their performance is declining rapidly. other staff have begun
taking sides.

1.

CONFLICT SITUATION
Mike, your subordinate has been coming
in late the past week. He has also
turned in a recent report that had
many fundamental errors. You have
attempted to determine any problem by
having a conference with him. 'When
asked, he says there is no problem
and gets angry at you for picking on
him. His .father is an influential man
in the community.

ALTERNATIVES
A. Use a three person non-zero
sum or other game approach.
Lea!,e the two to work things
out between themselves.
Don't intervene at this time.
C. Confront both parties, use
your authority.
D. Refer both subordinates to a
third party being someone that
could be objective and act as
mediator.
'
,·
E. other {specify)
B•

2.

A. Consult a third p~rty with the
possibility of bringing him/her
directly to mediate the conflict.
B. Leave him be. You might get
yourself in trouble should you
attempt to initiate any disciplinary action.
_
c. Confront him again. This time,
however you will dock his pay
for continued lateness and you
will give him back his report
and require him to redo·!t.
D. Use a two person zero sum or
other game approach.
E. other (specify)

3.

'

CONFLICT SITUATION
A subordinate tells you he/she has
been going to night_classes and cannot possibly work overtime. You
have noticed that his/her behavior
has been one where the second 5;00
p.m. strikes, the employee is out
the door. Lately, hi,'her work lias
been of a lesser quality and lower
creativity, although it has been on
time.

ALTEHNATIVES
Let the subordinate work things
out for themself.
B. Make yourself available for
discussion but don't push your
involvement.
o. Convene a meeting with the subor~
dinate and coD.L-"ront him/her on
recent behavior and production.
D. Use a two person non zero sum-or
other game approach.
E. other (specify)

A.

.,
4.

CONFLICT SITUATION
Recent cutback? . in pr9gram. funding
caused your organization to cut
back on clerical staff.. :Maria I s
department and Miguel's department share clerical support. At the last
management meeting, Maria's quarterly report was typed and w~ll organized. Miguel turned in a half typed,
half written report that was poorly
organized. Miguel's excuse 1-1as lack
of secretarial support.

ALTERNATIVES
Emphasize. -phe importance of
tYPed and
organized reports
and let the ~wo work things out
with the clerical staff.
B. Convene a meeting with Maria,
Miguel and clerical staff.
Encourage group to suggest solutions ..
C• Confront Miguel on his poor
performance.
D.,, Use a N-person non zero sum or
other ~ame theory_-,.approach.
other {specify)

A.

wel+

.,
5.

CONFLICT SITUATION
The performance of your group has.
been dropping the last few months.
A few months ago you hired two new
employees, both of whom were from
distinct racial/ethnic groups.
Both of the new employees have come
to you on separate occasions complaining about unfriendly gestures,
and a general feeling of non-acceptance by the established workers ..

ALTERNATIVES
A., Let the gr9up w9:rk_,things out.
Do not intervene.

B. Vse N-person, non zero sum or
other game theory.

c. Consult a third party with

the
possiblity of bringing him/her
directly to mediate the conflict.,
D. Confront the group about its performance. Bring out tlb,e issue
concerning the two new staff.
E. Other (specify)

6.

CONFLICT. SITUATION

You have just granted a promotion.
You had seriously considered the
two top candidates, one a male,
the other a female, for a top
supervisory position. The person
who was not promoted has filed a
complaint with the Equal Employment.Opportunity Commission and
has charged you with discrimination
based on sex.

t

A. Sit back and relax you are
confident that your choice
had nothing to do with (sex)
gender.
B. Consult with your attorney
prepare a legal defense plan.
C•"~ Confront the employee who
filed the E.E.o.c. complaint.
Use your authority.
D. Apply two person zero sum or
other game theory approach.
E. Other (specif)")

7.

CONFLICT SITUATION
The executive director and/or L-- _
your boss is resigning in two
months. A month has gone by and
Rupen, your co-worker, whom you
thought was your friend, has been
circulating negative rumors about
you. The rumors have reached some
members of the staff and/or board
who are going to be on"the interview panel for the soon to be
vacant position. Ruben is applying
for the job and so are you.,

t

t

A. Your the best person for the
job, let things ride.
B. Confront Ruben about the
rumors and the position.
c. Step up your lobbying efforts,
out manuever your competition.
D. Circulate damaging rumors about
Ruben. Use whatever means available, even if they may be seen
by some as being coercive an/or
unethical.
E. Other (specify)

Section LII

RESOURCE NEEDS

&

UTILIZATION

Please check(~) those categories that would apply to you and your organization.

I have used the following resources in helping me control and resolve conflicts
in my organization.

School of Social Work
Chicano Mental Health
Your organization's personnel department
Santa Clara County Human Relations Commission
Chicana~Coalition
National Concilio of America
Community Training

&

Development Project

American Arbitration Association
other (specify) _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ __
Please check (v) _those workshops you may have interest in taking, also indicate
by a check in the fee._ column if you or your organization could pay a $25 workshop fee.
· Fee
Interest
Conflict Resolution in Human Service Organizations

'

Conflict Resolution Using Game Theory Approach
Conflict Maru:jl.gement

&

Control

Organizing and Managing Personnel Transfers, Layoffs

&

Terminations

Developing Negotiations Skills
Time Ma.nagement/Preventing Burnout

Basic Mediation Skills
Women in Management/Assertive Skills in Conflict Resolution ,7
Arbitration, Collective Bargaining in Human Service Organizations

115

Section IV
DEMOGRAPHIC DATA
Directions: . Please check( "") those categories that apply to YOU.
1.

Sex:

_ __.Male

9.

Maritial Status:
_ _ Single

(1 )

_22-30 ( 1 )

_

(2)

_31-38 (2)

_ _Divorced/Separated(3)

Female
2.

Age:

_ _Widowed

39-45 (3)

10.
11.

Income:

_56-64 (5)

3.

4.

6.

(4)

_ _Single Family Head
of Household
(5)
Children :_ _ _,,yes ____no

_ 4 6- 55 (4)

65 +

Married

(6)

Ethnicity:
_ _Chicano/Mex. Amer. (1)
Latino-Central Amer.(2)
-Latino-South Amer. (3)
_ _Boricua/Puerto Rican(4)
_Hispanic
(5)
_ _Anglo/White
(6)
_ _Other (specify) _ _ __
Education:
_ _Post Graduate* (1)
_College Grad*
(2)
_ _Some College
(3)
_ _High School Grad(4)
_ _Some High School(5)
*Degree/Specialization
Have you received any formal education
in a foreign country? _ __
If yes,
country / type of educ./ years

6.

Length of time as an administrator?
_ _ _ _Years _ _ _ _Months

7.

Length of time in this position?
_ _ __ Years _ _ _ _Months .

8.

Length of time in this agency?
_ _ _ _Years _ _ _ _Months

12~

_
9,999-below
_ _ 10,000-15,999
_ _ 16,000-21,999
_22,000-26,999
_27,000-30,999
_ _31,000-above

(1)

(2)
(3)

(4)
(5)
(6)

Type of Organization:
_ _ Private Non Profit (1)
_ _County Public Agency(2)
_State Public Agency (3)
_ _Federal Public Agency4)
_Other (specify)

13. Management Level:
_Top management (executive
director,bureau chief,division head,superintendent)
_ _Middle management (assistant,
deputy, director,project
manager, principal)
_Lower management (supervisor,
vice-principaltetc.)
_ _Other (specify)

------

14.

Supervision:
How many persons do you directly
supervise? #____
How many per.sons do you in-directly
supervise? #____

15.

Conflict
Have you
attended
Conflict
Conflict

Management:
ever taken coursework or
workshops on:
Management?_ __,yes ___no
Resolution?___yes _____no

